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ABSTRACT 


This paper will evaluate a study conducted by the Center 
Hees Strategic and International Studies, Georgetown 
University, on reorganization of the Department of Defense 
entitled Toward A More Effective Defense. This study was 
published in February 1985, and discusses options available 
for more effective administration and operation of DOD. 
This thesis will evaluate the proposals presented in the 
CSIS study, concentrating on their impact on the influence 


of the Joint Chiefs of Staff in the DOD budget process. 
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de: The JCS Budget Relationship 


I. INTRODUCTION 


The National Security Act of 1947 states: Eines Joint 
Chiefs of Staff are the principal military advisors to the 
President, National Security Council, and the Secretary of 
Defense." [Ref. 1: p. 19] 

These words carry with them significant weight and 
responsiblity. They specifically designate the JCS as the 
principle military experts of the nation, directing them to 
advise the nation’s current administration on our national 
security. These words may have possibly lost some of their 
meaning over the strenuous years of the life of the JCS. 
However, they still today carry all of the weight of law; 
and, the JCS' responsibility to perform their legally 
mandated duties should carry as much weight now as_ when 
these words were first placed into law. Certainly the 
problems of providing national defense have only grown more 
complex. The Reagan administration's recent defense 
spending increases have further underlined the role of JCS 
as providers of expert advice. Indeed, the JIGS 
responsibility to advise on budget policy may be as 
important as its responsibility to advise on the policies of 
strategic nuclear warfare. This thesis will focus’ on the 
JCS, using the budget process as a lens to examine recent 
eerticisms of the organization. 

The budget process within the Department of Defense has 
long been a subject of debate, particularly disagreement, 
among its students. The question of JCS influence over the 
DOD budget has also been a question long studied and 
evaluated. Since their creation, the Joint Chiefs of Staff 
have had an institutional association with the DOD budget 
process. The chart in Figure 1.1 depicts this association. 


This chart shows an active and potentially influential role 
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The JCS Budget Relationship 


Figure 1.1 
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OL cthesJCo amethe budget “process. The chart indicates the 
Joint Chiefs interact most significantly with other DOD 
agencies in the budget area through the Joint Strategic 


Planning Document (JSPD), and the Joint Program Assessment 


Memorandum (JPAM). Through these documents, the Joint 
Chiefs frame the discussion which shapes the budget. 

Some, however, believe their actual impact on budget 
development and execution has been negligible. [Ref. 2: p. 


131] It has been considered negligible in the sense that the 
opinions of the nation’s greatest military minds are often 
disregarded by Doth ~sECUEE and Congress. Budget 
recommendations have not been adopted as submitted. In many 
cases they have been disregarded due to the organization's 


inadequacies in creating a budget product which is unusable 


due to apparent "non-consensus" of opinion on _ resource 
mblocatien, and "over-consensus” on budget levels.’ 
Recommendations on budget issues suffer from 


over-passification of the interests of all the Services. 
Total agreement is sought ohed (eg to forwarding 
recommendations up the chain of command. The value of joint 
argument and debate is often lost. The fundamental problems 
Seeatine this situation are structural. [Ref. 3: p. 268] 
Why does the JCS organization require change? Why has 
so much time and energy been devoted to debate over 
developing amore effective JCS military advisory group? 
The answer. to these questions possibly lies in the 
complexities of the organization. These complexities are 


generally easily identified. 


There are two major objections to the present 
organizational system under which the JCS labors. The first 
is the quality of the output produced by the JCS. The 


*Non-consensus from non-agreement on__which programs are 
worthwhile, and over-consensus from all members agreeing 
that each service should get the budget level they request, 
as opposed to joint recommendations on what is needed. 


ll 


second is the institutional behavior of the JCS member. 
resulting from its current structure. [Ref. 4: p. 534] They 
pose extremely difficult problems in arriving at a workable 
solution. 

In an article on The Role of the Joint Chiefs of Staff, 


John G. Kester states that these two structurally-based 


problems stem from one single source, 


"the. divisicnepiet chemumose armed forces into four 
services in three military departments, and the 
consequent centrifugal pressures that divisiem 
Phe inf luc Any institutional alteration which enhances 
he influence o the supraservice JCS will almost ipso 
facto threaten the interests of the individual@serm aes 
end ow to be resisted for that reason. [Ref. 5: 
BE 


According to the writers of the Center for Strategic and 
International Studies (CSIS) paper (expressing an opinion 
shared by many throughout the defense academic and 
professional community), even the best-structured 
organization cannot work effectively with unqualified 
people. But the converse iS also true: outdated or 
cumbersome organizations and procedures will handicap even 
the most outstanding and dedicated individuals. [Ref. 6: p. 
10] The structurally unsound design of the JCS organization 
prevents even the most astute bureaucrat from functioning 
effectively within the organization, and prevents’ the 
organization from being effective in its role relative to 
the DOD budget. These difficulties are not the result of 
insufficient management skills, but from the power struggle 
between the influences of jointness andthe influences of 
the service. [Ref. 7: p. 537] 

Historically the JCS has been ineffective in influencing 


the budgeting process for three major reasons: 


alries between the chiefs have been exploited by 


Dee OIA 
OSD - split decisions on budgeting isSues among the 


eZ 


chiefs gives OSD more freedom in poner its own 

roposals and dealing with unsettled issues in ways 

hat would displease every service. [Ref. 8: p. 63] 

2. Budget Bol rey development has not involved the JCS - 
the use O arbitrary numbers By administration 
otfiemalsy sin Sosa ewe Ce maucect evels has been 
completely without any JCS input. These numbers have 
lacked any reasonable justification_for their use by 
he daministration.  ~Refs9: p. 


3. The JCS has had to balance their concern for their 
Dincic tT Ces with tnelmeconcern, tor the national 
interest - they have had to maintain their service s 
confidence by. promoting programs and policies which 

ere financially accep ea eleuss © me 1 Se Gvaree - 
Ref. 10: p. 49] At the same time they _have had to 
maintain a global view and SPR One national interests, 
at times at the expense of their respective services. 
These decisions,:~ to support national interests which 
were contrary to their service interests, cost several 
chiefs a great deal of influence and respect within 


their own service. This reduced further their 
effectiveness individually, and as a oon in 
influencing the budget process. [Ref. ll: p. 61] 


In the past, the JCS has been accused of being fiscally 
irresponsible. [Ref. 12: p. 269] What has actually occurred 
is the JCS has been required to conform with national policy 
which is itself fiscally irresponsible. iRetwel3: “piezo | 
The enormity of U.S. world wide defense commitments by 


definition prevents funding of these commitments within the 


scope of the current budget. There are too many 
commitments, and too few dollars. Hence, the Joint Chiefs 
and the Services must deal with this dilemma. They do not 
set national priorities, and funding levels. They must, 


however, work with these disproportionate requirements. 
It is illogical to require the JCS to interpret the 
requirements of national objectives accurately and at the 


Same time restrict them by stipulating budget levels’ to 


which they must conform. The JCS under the current system 
fies itself in a "Catch-22” situation. If they accurately 
interpret requirements to attain current national 


objectives, the budget will be so large (in order to support 
these requirements) that Congress will not fund it. If they 
ask for less than what they need, they are risking national 


Security. 
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A military -oneaniZabaone such as, the digas which 
represents the finest military minds the nation can produce, 
would normally be expected to influence the development of 
such an important document as the budget as one of their 
primary institutional duties.? Not just the “comment and 
discussion" of the budget which makes up the majority of the 
JCS budget input, but involvement in the actual draft of the 
President's Budget would appear to be logically implied. 
[Ref. 14: p. 129] However, this has not been the case since 
the JCS was first organized. 

The CSIS proposal for reorganization of the JCS amd 
ies potential to make substantial changes in the 
organization's ability to be influential in the DOD budget, 
is the subject of this paper. It should be noted that 
greater budget influence/participation was not necessarily 
the major focus of the CSIS proposal. It is acknowledged 
that there are Several proposals which are not 
budget-related. There are organizational and structural 
issues proposed which may, however, have side effects 
resulting in more effective budget influence by the JCS. 
The intent of this paper is to study these proposals. to 
determine their individual or collective ability to enhance 
JCS influence on the DOD budgét ultimately submitted as the 
President's budget, as well as the final budget resolution 
approved by Congress. 

A large number of the issues raised in the CSIS study 


are not new. They have been at the origin of academic and 


*Influence requires more than just the submission of 
last year's budget plus _ some amount of growth (or non-growth 
in the case of the FY86 budget). | Influence should range 
from severe cuts in defense spending for unneeded defense 
programs to substantial increased expenditures _to_ meet 
increased national objectives. The point being, if JGS) ag 
its most qualified opinion, determines a cut or an increase 
in the budget is required, that opinion should Carry eee 
overwhelming majority of influence on insuring that budget 
1S approved. 
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professional debate for decades. The debate over 
reorganization is likewise not new. Its applicat ten™to 
current, issues, however, is apparent in light of . the 
recently published report on defense reorganization, by the 
staff of the Senate Armed Services Committee (SASC). On 
October 16, 1985, the SASC staff report was released by 
Senators Barry Goldwater and Sam Nunn.’ [Ref. 15: p. 3] This 
report also deals with a wide spectrum of reforms within 
DOD, again, mot specifically focussing on the budget issue. 
However, there are several recommendations which parallel 
(although are not identical to) the CSIS report. fie: face 
that this report is published at this time, and after a two 
year study effort, retains the reorganization debate as one 
which is as timely mow as it has been over the past thirty 
years. It is a subject whose current application has always 
been present, and whose application will continue until the 
"right" defense organization is established. 

Chapter two introduces a discussion of some 
peculiarities about the JCS organization which are germane 


to understanding its operation and some of the difficulties 


faced by those who are a part of the organization. Chapter 
three will focus on the position of the Chairman - Joint 
Chiefs of Staff and the arguments focussing on the 


strengthening of his role as an advisor to SECDEF the 
National Security Council, and the President. Chapter four 
explores the organization of the Office of the Secretary of 
Defense, and its ability to effectively interact with the 
wCS . Diiechapter five, discussion concentrates on the 
interaction between Congress and JCS, and the issues 
focussing on the biennial budget. Chapter six discusses 
proposals intended to strengthen the DOD develpment'= and 
acquisition process. Chapter seven addresses the present 


and potential role of the Strategic Plans and Resource 


37GPO Document Number S. PRT. 99-86 
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Analysis Agency (SPRAA). This chapter develops its data 
resources from personal interviews conducted by this writer 
, In Washington, D.C., during the period 9-12 September, sae 
These interviews were conducted with members of the JCS 
Organization. the Department of the Navy, the National 
Security Council, as well as individual staff members 
associated with Senate Committees. Approximately thirteen 
interviews were conducted, and contributed to the 


development of information included in this chapter. 
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II. THE ORGANIZATIONAL MAZE 


A. WHAT THE JCS DOES BY LAW 

No study of the JCS organization would be worthwhile 
without first understanding how the organization works. The 
current organization was established by the National 
Security Act of 1947. It was amended in 1948, and again in 
1949 when the Office of the Chairman of the Joint Chiefs of 
Staff was created. [Ref. 16] The organization was’ then 
amended by the Defense Reorganization Act of 1958. This act 
brought about five significant changes. 


1. It increased the authorized size of the Joint Staff 
from 210 to 400 officers; 


2. It repealed a law that pate that the Chairman of 
the Joint Chiefs of Staf would have no vote; 


3. It organized the unified. and specified commands, 
separating them from the epee S220) departments, making 
ee chain of command direct o SECDEF through the 

b) 


4. It gave operational control of all combat-ready forces 
to Ehe unified and specified commands; 


5. It. eliminated the provision in the act’ that the 
Military Departments would be administered by_ their 
own Secretaries, and gave direct organizational, and 
operational direction of the_Services to the Secretary 
of Defense. [|Ref. 17: p. 957 


The organizational Structure has remained essentially 
Gmchanged simce that time. [Ref. 18: p. 3] 

The United States Code Annotated - Title 10 (Armed 
Forces), Section 141 delineates, by article, those 


responsibilities the JCS is tasked to carry out: 
"a. Subject to the authority and direction of 
the President and the Secretary of Defense, the 
Meant Chiefs of Staff shall-- 
prepare strategic plans and provide 
for the strategic direction of the Armed 
Forces; ie a 
ie Bees Jotmne loegistw#e plans and as- 
Sign logistic responsibilities to_the Armed 
Forces in accordance with those plans; 
(3) establish unified commands in strategic 
areas; 
(4) review the major material and personnel 
requirements of the Armed Forces in accordance 
with strategic and logistic plans; 
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(5) formulate policies for the wjomer 
Gee of the Armed Forces; 

_.(6) formulate policies for coordinating the 
military education of members of the Arme 
Forces; 

Oe, pe ovaws for representation of the 
United States on the Military Staff Com- 
mittee of the United Nations in accordance 
with the Charter of the United Nations; and . 

perform such other_duties as the Presi- 
dent or the Secretary of Defense may prescribe. 


b. After first informing the Secretary of De- 

fense, a member of the Joint Chiefs of Staff sey 

make such recommendations to Congress relating to 

the Department of Defense as he may consider 

SERGE SHANE a 
11 functions in the Department of Defense and its 


component agencieS are performed under the direction, 


authority, and control of the Secretary of Defense and the 


Office of the Joint Chiefs of Statt (G9es FR the four 
military departments, the seven unified and specified 
commands , and five Defense agencies designated by the 


Secretary of Defense. [Ref. 19: p. 5] The Joint Chiefs are 
Supported by the Joint Staff. The joint staff is curren 
managed by the Director of the Office of the Joint Chiefs of 
Staff. The Director receives tasking from both the Chairman 
and the Service Chiefs. This has been the cause of much 
difficulty in the past, as would be expected. It has always 
been difficult to work for two bosses (five bosses in this 
case). 

There are three basic characteristics of the JCS system 
which must be recognized to understand and evaluate this 
organization. [Ref. 20: p. 12] These characteristics are 
derived from the tasking of the JCS in the National Security 
ACC. 


1. It 1S a committee system; 
2. it 18 a coordinating system, 
3. It is an advisory, not a decision making system. * 


“Note: This third characteristic can be misleading. The 
JCS obviously makes decisions concerning recommendations to 
SECDEF, NSC etc. . However, these are 
decisions/recommendations in an advisory role. 
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The JCS is a committee of services. They must rely upon 
compromise in order to perform their assigned missions. The 
committee system exacerbates the problems of compromise. 
The compromises the committee Seeks are generally not of 
joint compromise, but of self-protecting compromise _ to 
prevent loss of one's own programs. This problem is at the 
heart of the JCS dilemma. [Ref. 21: p. 12] As stated in the 
Blue Ribbon Report, 


"So ee as the JCS remains a Seu Ge Bay (ie Leawa la 
invariably operate on a basis of negotiated compromise, 
especiall in matters where Service interests are at 
Stake. Inless the committee system is changed, this 
fact of life should be accepted and ways sought to work 
around it of to ee those of its effects which are 
pernicious. [Retee22. puoi 


The JCS coordinates the debate of issues effecting 
national security, as well as the joint training 
requirements of the services. These issues may be acted on 
by the Joint Chiefs, or by the joint staff, depending upon 
the significance of the issue. 

The third characteristic is one which has seemingly been 
taken for granted. The JCS is to advise those in authority 
above them on issues involving national security. This 
advice encompasses force levels, strategic planning, as well 
as resource allocation and fiscal planning. In a pure 


sense, this is the bread and butter of their existence. 


B. THE PAPER CHASE 

When first considering the JCS, it would appear that no 
one, no matter how adept at bureaucratic processes, could 
possibly follow the stops, loopholes, floor traps and green 
flimsy purple buffs that are a part of the normal flow 
process of the JCS paper work organization. All 
organizations run on paper, and the JCS is no exception. 

The flow of paper through the JCS organization has long 
been one of the major faults of the system. When the CSIS 


ig 


Study was published, the paper work process within JCS was 


well known and highly criticized. It has since been 
changed. Historically, the paper process was slow and 
produced a watered-down product. This familiar paper flow 


is described in the following paragraphs. Although changed, 
some of its elements remain in the present system (discussed 
in the latter part of this’ section). The following 
paragraphs describe the system as it worked in the past. 

The people who perform the primary work for the joint 
staff are Action Officers (AO's). Policy issue papers are 
prepared by them. They insure that the issue papers are 
sent through the paper mill stages beginning with the first 
duatt 3.01 ) burt = The buff becomes a "flimsy" as it 
progresses up through the review process and will become a 
“green after several revisions. If there is a major 
objection to the paper, by any service, the green becomes a 
"purple", and eventually ends up as a red stripe” 
memorandum which is presented to the secretary of defense. 
[Refs 23.) pew 6 | 

The AO's of the Joint Staff spend countless hours 
pushing these issue papers through the system. This process 
requires a great deal of overtime and weekend work. 
[Ref. 24: p. 35] The majority of the overtime stems from 
staffing the flimsies and buffs from staff office to Stee 
office and the various subdivicmense Sitting and waiting 
for comments until midnight on week nights, or until noon on 
Sundays is not uncommon. This time expenditure results from 
each service attempting to protect their own interests as 
the paper approaches final resolution. [Ref. 25: p. 35m 

Action officers and service planners all attempt to 
reduce controversy during this process by developing wording 
in the paper which is acceptable to other staff members. 
This process leads to the unfortunate situation of many 


issues, which should be resolved at the working level, 
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being, instead, diluted more and more the farther up the 
organization it proceeds. This not only prevents’ rapid 
resolution of issues, but it intensifies the diluted product 
finally presented to the JCS members to act on. (Ref. 26: 
pee 13 | 

This paper maze allows each service to comment '= on an 
issue paper at each stage of its routing. This creates an 
enormous time requirement in sending an issue from its 
inception (first draft) to the time it is actually presented 
we the JCS. Although there are still a great number of 
issues handled and agreed upon by the joint staff,* on 
issues which are of major significance to the country, 
requiring JCS decision/recommendation, the process is 
extremely time consuming. [Ref. 27: p. 17] 

What is not obvious in this process, is the method by 
which an issue paper iS actually processed. The AO will 
write the draft and present it to all of the services. if 
all are not in complete agreement with its wording, the AO 
takes the paper, and rewrites it until all Services’ do 
agree. This iterative process can occur more’ than once. 
Once agreement is reached at the AO level, the AO then 
presents it to the program director (usually an 0-6). lie 
the 0-6 does not approve of its wording, the process starts 
all over again. [Ref. 28] At each level, all of the 
Services get an opportunity to word-smith the paper. This 
process is the harbinger of "oatmeally" watered-down wording 
which looks like a paper that tip-toes through the issues, 
aS opposed to a reflection of strong substantive agreement 


or debate. 


>The Blue Ribbon Panel concluded that HPL ROTM S 5) Nae 
percent of the issues_ considered by the S organization 
were addressed by the Joint Chiefs; the rest being decided 
on by the lower echelons within the organization. 
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For years, this process has been the hallmark of 
non-decision and has spawned harsh criticism of the JCS 
organization. This process, however, no longer exists in 
Elias. foun. Memorandum of Procedures-132 (MOP-132) approved 
in July 1985, now directs that papers will be pushed through 
the paper process as written by the Action Offveem 
{Ref. 29] Action Officers will still assemble the AO's from 


the various Services and discuss the issue prior to writing 


Nd Setiersit pcatad te Now, however, when the first draft is 
Submitted to the 0-6, he will have two options. If he 
agrees with the paper, he approves it. If he does not, he 
does not require it to be rewritten. Instead, he now 


attaches a dissenting view to the paper and forwards it on 
to the next individual. All of the Services may now attach 
a dissenting view and then bump it on up the Chain of 
Command. [Ref. 30] 

This process now records the debate on the issue as 
opposed to writing a paper which presents no debate. The 
dissenting views are now available to the various echelons 
of review, resulting in amore clear understanding of the 
issues involved, and a more worthwhile discussion. 
Additionally, the time requirements for processing a paper 
are Significantly reduced. Although there is no guarantee 
that all papers submitted will be totally free of the 
problems in the old system, the potential for those same 


problems is far reduced, if not almost totally eliminated. 


C. HOW ONE GETS ASSIGNED AS A JCS MEMBER 

The question of preparation of a JCS member for a JCS 
assignment arises with good reason. An individual assigned 
a position of great responsibility, would normally be 
expected to be well versed in the environment in which he 
will be assigned. It would be expected that SECDEF would 
See great value and certainly promote the idea of a JCS 


member having significant background and personal experience 


Zz 


im the, JCS organization. It would likewise appear logical 
Enidie ane af mot two tours of assignment within the 
organization would be a prerequisite to asSignment as a 
Service Chief. 

In the case of the Joint Chiefs, however, this policy 
has not been followed. | Tiemerolmueset vices do Qnotypmrepare 
officers to assume the responsibilities they will face as a 
JCS member. WRef. 31s p. 9] Ltmaismeinteresting to mote, 
however, that the National Security Act specifically states 
that SECDEF, for his own staff, will insure that officers 
agencies of the secretary of meeeriee) may econ an 
opportunity of important advancement in their careers. lite 
specifically directs the Service Secretaries to insure that 
selection boards weight equally, assignments within the 
Office of the Secretary of Defense with those of assignment 
in the military Service staff. There is no such specific 
provision in "looking out for" the officers serving with the 
Mes. (Ref. 32: pp. 52-53] 

Quoting General David C. Jones (CJCS 1978-1982), 


"In my view, the basic causes of our most- Serious 
deficiencies can be divided into two categories: 
personnel and organization . . . There i1s_ ina equate 


cross-service ne abhi entives an imwour military, from 
the top down. e incentives and rewards for Seeking 
such experience ane virtually non-existent. And the 
problem 1s compounded by the “high degree of turbulence 
in key positions. tRef. 338: 3) || 


There are some inherent problems, however, in the system 
which makes it even more difficult for the services’ to 
cultivate individuals for future assignment to the JCS 
organization. These limitations are a direct result of the 
National Security Act of 1947. The act not only limits the 
number of officers that can make up the joint staff at any 
one time, it also provides limits on the frequency of 
rotation in reassigning an individual to the joint staff 


after having finished a tour of duty there. 
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Specifically, the NSA restricts the tour Gt Sauty ee 
joint staff members to three years. Having completed a tour 
there, an officer may not be reassigned to the joint staff 
until having completed at least a three year tour elsewhere. 
[Ref. 34: p. 20] There is a provision that a Vimited number 
Of OL PrRecers (30) may be reassigned to the joint staff within 
the three year time frame. However, this number must be 
divided between the four services, limiting then ge 
essentially seven officers who can maintain the “corporate 
knowledge” of the joint staff's work. This” in efrear 
prevents all services from developing officers who will have 
Slgnificant expertise in the joint arena. Officers “eam 
always be assigned to other joint staffs (such as CINCEUR), 
and continue their joint development. However, this™ es 
still a less desirable alternative than continued JCS 
experience. 

The Blue Ribbon Report points out’ that the JCS 
organization does not posess' personnel with continuous 
memory of past operations (beyond the last three years) as 
do most civilian organizations. This lack of corporate 
memory cannot be replaced by historical records. The 
operational pace of the joint staff arena will not permit 
Lite [Ref. 35: p. 35] The JCS, therefore, again has its 
hands tied by the law which created it. 

One of the major recommendations of the October 1985 
SASC staff report is for the establishment, within each 
Service, of a joint duty career specialty. [Ref. 36: p. 47] 
Tiaks would: for the first time, provide for career 
preparation within the joint field, by officers in each 
Service. Presently, some Services (such as the Army) are 
more prone to send individuals to joint tours and nurture 
development in this area than others (although) sti 
development is still considerably below what would be 


desirable). The SASC staff report provides for making this 
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a separate career specialty which an individual could 
prepare for and be promotable in. 

The legal restrictions on assignment to the joint staff 
are only a part of the problem. The perception of those 
asSigned to the joint staff, as well as those not assigned 
ime it, tom that —he.1.S a tourmbhnatmshoulid. be avemadedmuni f 
possible. The potential career disabilities which could 
result from such a tour are too great to encourage second 
assignments. Most will do anything possible to prevent 
their assignment to the joint staff, and will avoid, at all 
costs, a second tour. This feeling is not one felt only by 
the lower echelon officers, but expressed by senior officers 
from Brigadier Generals up. [Ref. 37: p. 36] 


A 


Career disabilities are perceived from not staying 
within the normal career pattern” (which does not include a 
joint staff tour in any service). In addition, the 
potential for falling out of favor with your service over 


political issues is too great to warrant the risk. 


D. WHAT IT ALL MEANS 


The JCS, then, is faced with restrictions in its legal 
charter, the problems associated with a decision-making 
process involving a committee system, and a lack of 


experience in joint staffs by the JCS member. 

The Structure of the organization is not only 
cumbersome, it promotes undesirable issues of service 
loyalty by its design. This issue will continue to be 
discussed in more detail later. But, it should be clear at 
this DoLit , that the JCS organization encourages 
protectionism of service viewS, aS opposed to promoting 
healthy joint discussion/decision/ recommendation. 

A word of caution before proceeding with the proposals. 
Inherent in the CSIS proposal, is the requirement to view 
the proposals as a whole rather than piecemeal. Just as a 


new engineering technology to produce widgets may require 
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Several parts moving in synchronization with each other, so 
do these proposals suggest anew approach to the JCS 
organization through the unified interaction of these 
changes. The reader should, however, approach the proposals 
both individually and collectively. The effects of the 
proposals collectively should be judged for possible loss 
through combined interaction, or resultant synergy from 


cooperating components. 
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BLL. JOUNT MELLIARyY  sHnverures 


A. OVERVIEW 

Throughout the life of the JCS, EMewmGlne wane tary 
Structure has received a great deal of study from within the 
military establishment, as well as from those outside the 
walls of the Pentagon. There has been an enormous amount of 
rhetoric which supports’ significant organizational change 
beginning with the Chairman (CJCS) himself. i tsehard to 
conceive that a change in just one aspect of the joint 
meedetctire (Strengthening the CJCS position) could bring 
relief to the multitude of problems the organization faces. 

This one aspect, however, has received more debate than 
amy ether Single assue this writer has observed. As will be 
seen, it will likewise receive the major emphasis in this 
chapter. The enormity of the debate itself establishes the 
CJCS as the keyholder for perception of the organization 
from the outside, as well as functioning, or lack of, within 
the organization. 

The CSIS proposal states their opinion for changing the 


joint structure as follows: 


"In our view, “there are compelling reasons_ to develop 
Stronger joint military organizations capable of acting 
from a cross-service perspective to integrate the 
Special requirements of air, land, sea, and space 
operations. This strengthened joint military structure 
would have. Boag ee el mary Sfunctaens (1) to provide 
cross-service military advice to civilian leaders 2) 


to develop Strategic Ree that link military 
capabilities to national objectives, and (3) to plan and 
conduct combined-arms military operations. Current 
joint structures do not lend themselves to the effective 
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execution of any of these crucial functions. 
Bee FROPOSAL 1: A SINGLE MILITARY ADVISOR 


ime first proposal in this area of joint military 


Structures, suggested by the CSIS study, focuses directly on 


27h 


the Chairman of the Joint Chieis Vorestare The CSIS study 


recommends his role be modified to achieve greater joint 


perspectives as follows: 


"The National Security Act (NSA) should be amended to 


designate the Chairman as the principal military adviser 
to the President, the secretary of defense and the 
National Security Council, replacing the corporate JCS 


in that role. The Chairman must also be given the staff 
Support Neco to carry out that role ei iec i aae 
ou 2 

to 


Service Chiefs s 


ld continue to provide advice foe 


Chairman and Service Secretaries on all issues, and 

the Secretary of Defense and the President on_issues of 
crucial importance, but the Chairman should have a 
unique position as the individual who resents the 


inte 
ques 


rated, professional military perspective ~ on @gaum 
ions. 


Four specific changes are recommended: 


Le 


Establish the role of the Chairman-JCS as_ the 

principal military advisor: the intent 1S to ensue 

ErVvis tan leaders have an additional military 

perspective mot tied directly to the individual 

services 

Supplement Service Advice: supplement service-based 

advice with cross-Sservice perspective provided by the 

Chairman. To ensure that individual service 

viewpoints continue to be well represented throughout 

the decision process, two safeguards are proposed: 

a) In formulating joint positions, the Chairman 
Should be required to consult fully with the other 
members of the JCS. 

b) On issues of crucial national importance, the 
Chairman should be required to provide civilian 
leaders with the individual positions of the 
chiefs to the extent that they differ from the 
Chairman's recommendation. 

Joint Staff-amend the NSA to provide for the joint 

staff to report directly to the Chairman as opposed 

to JCS as a corporate body. Chairman should manage 
the staff independent of JCS. 
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4. Deputy Chairman-a four-star general or flag officer 
chosen from a different service than the Chairman, 
would act in Chairman's stead, and be the director of 
the staff. 

1. The Chairman as the Primary Military Advisor 

The proposal to designate CJCS as the principal 
advisor to the President, SECDEF and the NSC, has generated 
a great deal of literature both supporting and opposing the 
idea. This is to be expected as its implementation would 
severely diverge from the current structure in which the 
advice of all of the Service Chiefs is heard in conjunction 
with that of the Chairman. 

The major argument against such a proposal 


originates in the fear of filtering important issues’ and 


mapics , and preventing them from being reviewed by the 
Civilian side of DOD (namely SECDEF) and Congress. General 
Robert H. Barrow, former Commandant of the Marine Corps, 


expressed an opinion as follows: 


"Any arrangement with a Chairman serving as the 
eee. military advisor and having _control of the 
nt pee regardless. _of any disclaimers to the 
Somcrary , essentially a Supreme Chief of 


Staff-General “Gipate System. 


He continues by saying, 


Boulch a stem would isolate from the civilian 
leadership t e most expert military advice-that of the 

S, bee Ae the Our) Chiets of Service. The 
arrangement would 


prevent the Pee cement of legitimate 
alternatives that should be presented to appropriate 
Civilian authority for decision. 


‘This system is expressly forbidden by the National 
Security Act 


"Marine Corps Gazette, September 1982 


Ze 


This Opinion 1S “~stronewe Supported by another 
distinguished Marine General, General Louis H. Wilson, also 
former Commandant of the Marine Corps, when he addressed the 


issue saying, 


"Analysis of SGN SU legislation concerning the current 
organization. thus shows that the. establishment of a 
Single chief of staff is prohibited because. such 
concentration of power in one military man would violate 
the traditional principle of civilian control (over sem 
military _now exercised through the Secretary of Defense 
and rival the Presidential power as Commander-in-Chief. 
Alyph » exelolatysatiejg: such a powerful individual could prevent 
minority and majority views on military problems from 
reaching the Secretary of Defense, the National Securit 

Council, or the President, thus precluding the mos 

intelligent and sound decisions." * 


Some authors go even farther in their disaffection 


for this proposal by proposing the elimination of the 


position of the Chairman of the JCS completely. Lnwlis 
recent book on DOD organization, Victomene Kru lak, 
Lieutenant General, USMC (Ret),strongly advocates 


elimination of the Chairman's position. He states, 


"The very existence of the Chairman, in his present 
role, degrades the Joint Chiefs as a eCmee tee military 
poey and diminishes their usefulness o the nation. 
That usefulness will be degraded further should @eurrem: 
proposals for additional enhancement of the Chairman s 
authority be translated into law. (Ret. 30. 2s 


While he strongly advocates the concept of the JGs 
organization, and that the case for its existence is 
well-made, he argues that the case for the existence of the 
Chairman has not been made in the thirty-six year life of 
the organization. {[Ret.. 3970p co 

These opinions are further joined by the _ staff 
writers of the Senate Armed Services Committee in their 
defense reorganization report inwhich they call for the 


complete disbanding of the JCS organization as it 1S now 


°Marine Corps Gazette, September 1982 
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established. Quoting the Armed Forces Journal (October 
me) summary of the staff report, the staff's specific 
recommendation was to "Disestablish the Joint Chiefs of 
Staff, and thereby, permit the Service Chiefs to dedicate 
all their time to Service duties." [Ref. 40: p. 47] 

These opinions are well stated, and constitutionally 
based, however there is also a great deal of support for the 
counter proposal of making the CJCS the primary advisor to 
SECDEF, NSC and the President. The CSIS study argues that 
all JCS .members are faced with an inherent conflict between 
their service responsibilities and loyalties, and those of 
their primary assignment on the JCS staff. 

The members of the JCS organization, performing 
functions as the senior military advisory group for the 
nation, must provide that advice from a position which 
transcends individual service concerns. Although this would 
seem obvious or naturally expected on the surface, as stated 
immche Cols study, carrying it out is not easy. 

The JCS, due to its committee system, requires all 
services to approve of, or comment on, each issue which 
comes before it. This essentially provides a veto power by 
each service over the other services. The strong incentives 
to protect their own service programs inherently prevents a 
JCS member from vetoing another's program for fear of 
retaliation against his own programs. 

The CSIS study continues to point out that’ the 
National Security Act of 1947 specifically states that the 
Service Chief's joint role should take precedence over his 
duties as leader of a Service. The fear of retaliation from 
other services makes this responsibility difficult at best. 

These characteristics are not the only significant 
road blocks to the functioning of the organization. A JCS 
member's professional performance is highly imbedded in the 


support he gives his service while a JCS member. If the 
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Parent Service views his performance as contrary to service 
objectives, his chances of promotion are potentially greatly 
reduced. 

To say that the JCS member never goes against his 
parent Service opinions or advice would be naive. However, 
to do so more than only very seldom would be suicidal for 
his current assignment, and for future promotion. Differing 
too often, or on fundamental issues, will result in the loss 
of confidence by his own Service, and loss of support by his 
, service which is essential to being effective as a JCS 
member. [Ref. 41: p. 11] 

For these and many other reasons, General Jones 
argues very strongly for the strengthening of the Chairman's 
Position. He argues that expecting the Service Chiefs to 
Support a position as service advocates when dealing with 
their own Services, and then expecting them to take a 
totally differing position in their joint assignment is 
unreasonable. By making the Chairman the primary advisor, 
this dilemma would be removed from the Joint Chiefs by not 
allowing them to address it as a body. [Ref. 42: p. 12] 

In his FYreport to sthej@eesidenc. The National 
Military Command Center, Richard C. Steadman argues that a 
Strengthened position of the Chairman would further help to 
deal with the issues of resource allocation and constrained 
force structure. He supports the contention that these 
issues cannot be effectively dealt with under the current 
dual role of a Joint Chief. [Rei ve43-soeeoo 

Mace Steadman further argues that increasing the 


Ghairman srole. 


would increase the quality of the views on 
budget issues in the PPBS expressed by the Commanders in 


Chief (CINC’s-which are joint commands): Although the 


“Mr. Steadman PEO ROE OS that Sthe"ervG= Ferenc their 


budget requests directly to_the CJCS who. wou ad NCAT ae 
differences if required. This would afford the INC s a 
more representative voice with the CJCS they do "men 


currently possess. 
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CINC's currently provide input to the budget process, the 
majority of the input is left to the individual Service 
Chiefs who consider only the portion of the budget that 
pertains to their service, lacking a joint perspective. 
[Ref. 44: p. 67] 

Morton Halperin supports’ the CSis propoesaimaby 
arguing for the strengthening of the CJCS position, making 
Mem the principal military advisor, in conjunction with the 
complete separation of the joint staff from the Service 
Chiefs. In his book, National Security Policy-Making, he 
States that the majority of the work on issues presented to 
the Service Chiefs on joint issues is performed and 
presented by the service staff instead of the joint staff. 


It therefore reflects the views of the service as opposed to 


the joint staff, making the joint staff work not only 
redundant, but completely mnon-influential. (Ret. (5iees p. 
51 | 


Mr. Halperin argues that this proposal will leave 
the Chairman andthe joint staff free from the two-hatted 
influence of the service/joint dilemma, allowing them to 
develop joint positions to be presented to SECDEF and the 
President. He contends this proposal will result not in the 
filtering of information to the President, but instead in 
increased imagination and innovation. The President would 
now receive the non-prejudiced views of the Chairman, as 
well as the individual service chief opinions creating a 
wider spectrum of opinions than is now presented. [Ref. 46: 
Pp. 152] 


General Jones sums up the argument when he says, 


eudthout a stronger role .. . for the Chairman, the 
work of the Joint Chiefs is likely to, remain _ too 
dispersed, diluted, and diffused to provide the best 
possible military advice or Cow linsute the full 
capability of our combatant forces. eer. 472. p. 13) 
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2. Supplementing Service Advice 
The primary resistance to the designation of a 


Single military advisor has centered around the restriction 
of information, from the Services and the Joint Chiers, ame 
higher Aurhoriey. The CSIS proposal addresses this 
long-standing fear by eliminating the problem. 

Under the CSIS proposal the Chairman would be 
required to consult fully with the other members of the JCS 


as he now does. This in itself is not a departure Geen 
current practice. However, on issues of significant 
national importance, he would be required to provide 


civilian leaders with the positions of the service chiefs, 
addressing those areas where they differ “from the 
Chairman's. 

AS can be seen from the arguments, previously 
presented opposing the Chairman's position as the principal 
military advisor, insuring the flow of opposing viewpoints 


from the Service Chiefs would alleviate the fear of stifling 


potentially important descenting views. This would support 
Mr: Halperin’'s opinion that an increased spectrum of 
viewpoints would now potentially be possible to be 


considered by SECDEF, NSC and the President, as opposed to 
the limited views currently expressed. 


eee 


3. Placing the Joint Staff Under CJCS, Assisted by a 
DeemEy Se 


Under the third and fourth CSIS proposals, the jaa 
staff would be separated from the Service Chiefs, working 
directly for the Chairman, and be managed by a four-star 
Deputy. One of the major arguments in the past against such 
a proposal originates from the fear of giving the Deputy a 
voting position as a member of the JCS. This would result 
in a loss in voting strength by the services on certain 
LSsSties: The Chairman is normally the tie-breaker on issues 
where split decisions (tie votes) result. With the Navy and 


Marine Corps generally voting together on most issues, a 
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voting block against them by the Air Force and the Army can 
only be broken by the Chairman. [Retieetc. “p. 29 earth a 
deputy being designated as a voting member, this’ could 
potentially increase the power base against the Navy/Marine 
coalition affording them the most to loose if the position 
is created. This would create a very “unsettling” 
atmosphere in the current power relationships.’*° [Ref. 49: 
ere 2 9 | 

The CSIS proposal, however does not allow for the 
deputy to be a voting member. His primary role would be to 
insure continuity in the direction of the staff both in long 
term goals and daily operations. Under the direction of the 
Deputy , the joint staff would not be menaced by the desires 
of the Chairman/Deputy and the Service Chiefs, now in 
effect. They would instead have only one task-master- the 
Deputy, under the direction of the Chairman. 

As stated earlier by Mr. Halperin, the majority of 
the work for a Service Chief when addressing joint issues, 


is performed by the service staff as opposed to the joint 


Start. This can be seen when the membership of the service 
and joint staffs are compared. For each joint staff member 
working on a particular issue, there is estimated to be 


thirty service staff members working on that Same isSue. 
eet. 50: p..28] 

In the past, not only was the recommendation on the 
issue presented to the Service Chief likely to be more 
highly researched, it was totally influenced by the 
individual service perspective. The very nature of the 
paper process within the organization resulted in action 
officers seeking the lowest common denominator, the most 
agreeable language on which all services would agree. 


Additionally, the higher the paper progressed up. the 


*°This would, of course, not be a problem if either the 
CJCS or the Deputy-OJCS were a Navy/Marine Corps officer. 
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organizational ladder, the more political it became, as 
opposed to maintaining a purely military perspective. Once 
in the hands of the JCS, the paper was so diluted, that the 
Joint Chiefs' decisions appeared indecisive and oatmealy. 
{Ref. 51: p. 22] Although this situation has existed sine 
past, it is mot expected to be the significant problem in 
the future that it was. This 1s mostly attributable togene 
more effective paper process. [Ref. 52] 

The Chairman, is virtually the only individual 
within the JCS organization who is interested in the 
organization functioning in 4) Join’ Smammers The services 
all have a vested interest in the organization being 
ineffective as a joint staff. [Ref. 53: p. 537] Altiemeg 
the action officer writes the first draft settinoeeme 
general tone of the paper, he may still rely heavily on his 
own service inputs on how it should be written. Hence, 
again, the service perspective as opposed to joint dialogue. 
[Ret.- 54s peasy 


C. PROPOSAL 2: ADJUSTING JOINE MILITARY \STRVGRRRES 

The second proposal dealing with adjusting the joint 
military Structure, focusses on the function of the Chairman 
and-« Nas ‘Staiie The Chairman, with assistance of the joint 
Stark should prepare force planning recommendations 
constrained by realistic projections of future resourease 
based on policy and fiscal guidance issued by the Secretary 
of Defense. 

If inadequate policy guidance is issued within the DOD, 
subordinate commanders must look for their own guidance in 
developing their budget inputs. In dealing with foree 
planning, accurate policy direction 1S a prerequvs vec 
forming the basis for military planning, and from which the 
DOD programs and budget are derived. [Ref. 55: p. 42] 

There are four major phases involved in force planning: 

1. Determination of national objectives; 


2. Determination of military objm@etivess: 
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3. Preparation of an objective force; 


(eee pplteation of fiscal “constraints to the objective 
force to derive the attainable force. 


The JCS contributes to all of these phases. [Reft. Jig p. 
25] 

As established in tthe CSIS'- report, the major input 
provided by the JCS to the budget process is the Joint 
Strategic Planning Document (JSPD). The annual planning 
cycle within DOD starts with issuance of this document. 
This document has normally been constructed without 
Significant fiscal ‘comstraime. The force structure 
recommended 1S one which assures national security, however, 
it is one which Congress is not willing to support. As a 
result, it has .received unfavorable attention, although it 
is still the planning ruler by which risks inherent in the 
alternative force structures, eventually decided upon, can 
be assessed. . 

The CSIS report points out that this publication does 
not assess priorities, or trade-offs necessary for achieving 
a budget within the limitations of the likely funding levels 
approved by Congress. in Stns = wase it can only be of 
limited use to SECDEF in allocating defense resources. 

The Chairman would be tasked, under the CSIS proposal, 
with developing an additional JSPD which details’ the 
priorities, and optimal combination of defense resources to 
meet the expected budget limitations. SECDEF must currently 
rely upon his civilian staff (instead of the military 
expertise of the JCS) to make these resource allocation 
decisions. Tasking the Chairman with this responsibility 
allows a cross-service input into this document which is 
currently not there, and which cannot be achieved under the 
current forum. 

The major effect of the JSPD is designed to be the 
Defense Guidance which is SECDEF's annual statement on force 


structure, policy, strategy, and most important, fiscal 
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puidance. [Ref. 57: p. 7] It is this document fromenimee 
the respective Services will design and propose their 
Program Objective Memorandum (POM), which will later result 
in their input to the defense budget. [Ref. 58: p. 7] 
Through an ineffective input (currently experienced) 
resulting from an indecisive JSPD, SECDEF is left to make 


these policy decisions himself with only the help of his own 


Stari. Solid military advice will not necessarily pe 
utilized in these “decisions. Given a worthwhile input on 
the JSPD from CJCS, SECDEF would be better able to guide the 
Services in the most appropriate program design in 


developing their budgets. 
Lawrence B. Tatum describes the current system by 


saying, 


"The present JCS planning process operates to achieve 
unanimous military agreement. Gireie the present 
accommodation (wording of issue papers to appease all 
Services) de rcpsed tes is changed, ..... the mileeaw 
voice in defense policy formulation will continue to be 
weak. If, to attain quality military advice, Unity 
JCS papers must _be sacrificed, perhaps the sacrifice is 
worth nee the civilian any case 1S going to play 
a major role in defense policy. formulation . . . He_1s 
poms to continue Peo ey an inordinately large role, 
owever, as long as achievement of _consensus is the 
force guiding military strategists. [Ref. 59: p. gsiem 


Mr. Tatum continues by saying, 


"The BESOUIeN to formulate a single military point of 
view on s 2 Cee cue the JCS planning process-has 
failed. The anger is that planning-theorizing about 
war-may be done mostly by.people having no relevant 
knowledge of combat or of field preparation for various 


modes of combat . . . Until) we) leauge ena on most 
defense policy issues, a single Niele airy, ositiom 
cannot e attained without unacceptable reduction. of 
quality, the input of a thousand modern Napoleons into 
the Pentagon will make very little difference, |§ and 
defense policy formulation will remain. the = )puenas 
domain of the civilian. (Ret. G0nwtoe 2} 
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D> PROPOSAL 3: THE UNIFIED AND SPECIFIED COMMANDS 

The last proposal dealing with the joint military 
structure discusses the unified and specified commands. The 
unified and specified commanders should be given a stronger 
Pietrtutional role in the resource allocation process and 
greater authority over their component commands. 
Specifically: 

Ll. A Sear ace. program and budget should be established to 
cover the in-theater opera ional costs of the unified 
and specified commands; 

2. The Chairman should replace the corporate JCS as the 
oe ha of orders from civilian authorities to the 

S;5 


Be The» CINC's Should be given greater operational 
authority over their component commands. 


These three proposals will be considered as a_ group. 
The major result of the proposals as they relate to JCS 
budget influence will probably be derived from the granting 
to the CINC's greater control and authority over resource 
allocation. Through greater control over resources, the 
CINC's may experience greater efficiency in the utilization 
oe) Lunds. Any greater efficiency attained may have 
potential in cost Savings. If cost savings result, the 
argument for the armed forces will potentially be improved. 
Although these statements rely upon several "ifs", the 
overall argument has merit. 

There is a trend to allow greater input by the CINC's to 
the budget process. Recently, they have provided comments 
to SECDEF on the drafting of the Defense Guidance as well as 
providing input to the Defense Resources Board (DRB) on 
issues developed in the POM. [Ref. 61: p. 8] However, these 
inputs are seen as having only aminor effect on budget 
decisions, and more significant steps are still required. 

The CSIS study argues that the CINC's retain full 
operational command of the forces assigned to them. 


Peacetime operations, however, curtail this authority in the 
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areas of logistical support, training, and maintenance. 


Each unified command is organized with components of each of 


the individual services which make it up. These component 
Services report direcely to their parent Service 
departments, effectively usurping significant control away 


from the CINC's in these resource areas. 
The CINC's are well-known for exercising authority in 
form rather than in fact. It was not uncommon in the past 


for the service components of the joint commands to outrank 


Elves elNice [Ref. 62: p. 31] Even in Vietnam, the compliaeme 
of the Service interests not being subordinated to the 
interests of common concern was continuously made. 
(Rete Ose. ops 31] Complaints of R & D not being oriented 


towards the needs of the war; internal needs of the Servilees 
being given priority over war needs; command rotation policy 
favoring giving everyone a turn instead of achieving the 
most efficient level of operations were all prevalent, and 
contributed significantly to the CINC’s inability toca: 
out the operational charter it is tasked with. [Ref. 64: p. 
31] 

With these several aspects of their operations being 
decided upon elsewhere, and outside of their chainaiiae 
command, the CINC's are virtually powerless in influencing 
them. This problem iS exacerbated by the lack of a single 
military superiorein: Washimeton: [Ref. 65: p. 53] Withee 
single military superior advocating their position §2mee7- 
Washington arena, the influence of the CINC's individually 
and collectively would be greatly enhanced. [Ref 662 
54] 

In his book Reappraising Defense Organization, Mr. 
Barrett strongly recommends consideration of consolidating 
theater-wide support at the unified command level, [Ref. 67: 
p. 260] supporting the position of the CSIS proposal. The 


Service perspective on force employment is towards 
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maintaining their assigned forces as oppoSed to operating 
them. In this context, it is quite expected that’ the 
services will assign a lower priority to the operational 
needs of the CINC's. [Reboot pmmE? | | Consolidation of 
theater organization operational requirements as they relate 
to the budget will insure a "more fair day in court" for the 
GINC's. 

With stronger ties between the Chairman and the CINC's, 
a joint military perspective with an institutional base 
would be created. Both would defend the joint position just 
as the Navy now defends the Naval Tactical Air position. 
This new institutional component of joint military views 
would compete much more strongly with current Service views. 
[Ref. 69: p. 265] Civilian leadership would now have two 
military viewpoints on issues of disagreement, and would be 
better-served with this added perspective. All players 
(JCS, CINC's, and civilian leadership) would gain in this 
Situation. Either from the stand point of increased 
influence within the DOD organization, or by a larger input 


to the decision-making process. [Ref. 70: p. 265] 


me CONCLUSIONS 

What effect will all of this have on the JCS ability to 
influence the budget? It is hard to say that it will not 
have any influence. Almost any change in the organizational 
Structure of the JCS will likely have some impact on its 
operations, and influence within its environment. Tomsay 
that it will have a great deal of impact is just as 
Gatitcult. However, there are several aspects of these 
changes which must be considered. 

There is nothing in these proposals, thus’ far, which 
Significantly changes the mission of the JCS as an advisory 
organization. These proposals do, however, attempt to bring 
greater efficiency and effectiveness to the job they must 


perform. It is not clear, however, that these changes will 
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provide the desired result. Where required, the proposals 
recommend constitutional changes to make legal those 
recommendations. 

One of the major factors in these proposals will be the 
perception of the organization by those who must rely on it, 
if the proposals are enacted. The JCS must posess 
credibility within DOD, Congress, and the administration. 
Its ability to submit worthwhile advice to these end-users 
is crucial to its ability to influence those processes it is 
engaged in. IA Lts  curpentseorm. the JCS does not Hage 
credibility from the standpoint of the individual service 
advice it offers, but it does lack credibility as a group in 
its ability to work together ina joint forum to provide 


national defense advice from collective discussion awa 


ar Ge ecmene.. 
Few people in organizations of power (DOD, Congress, 
etc.) desire to spend their time with, nor place “Hage 


credibility in organizations which they consider to be 
lame-duck. Few organizations will accept advice, or act on 
recommendations from organizations which are viewed as 
lacking power OF aAUENOTIEy. 

Through their inability to provide anything other than 
watered-down joint recommendations, the JCS is viewed as 
"indecisive", and "powerless", having their decisions either 
ignored, or sharply modified or criticized by SECDEF. Biel 
the past, Congress has been satisfied to have the JCS 
maintain this operational aGblicriene [Ref. 71: p “Sea 
These proposals, however, will work towards increasing 
credibility by strengthening the organization from the 
Standpoint of output quality, and perceived credibility. 

Perceptions play a significant role in how organizations 
react to each other. When the administration, or SEGDEE 
decides on arbitrary or unsupported budget funding levels, 


without input from the JCS, not only does this give JCS the 
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appearance of non-influence, but it creates the perception 
in Congress of the administration not trusting supposedly 
one of the most professional groups of individuals it has 
working for it. The JCS ends up performing a paper work 
drill which turns into "make-work". 

To say the JCS is totally without influence is naive. 
To say that it is one of the most influential groups in the 
DOD budget process is incorrect. The JCS lies somewhere to 
the left of the middle of the two extremes. This position 
is extremely wasteful given the potential resource the 
mMmaclon has in this organization. The need to better this 
position is great. So liay effective recommendations 
concerning budget levels to provide for effective national 
security should be a JCS’ forte. To settle for something 
less, wastes avaluable resource, and could potentially 


threaten national security. - 
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IV. THE OFFICE OF THE SECRETARY OF SUaU sie 


A. OVERVIEW 

The proposals of the CSIS study go far beyond the 
Singular restructuring of the JCS organization. ine 
nation's defense labyrinth, the achievement of reform will 
rarely come as a result of simple changes to one 
organization.'! The CSIS group states the continuation 


the first set of proposals as follows: 


fe us likely. thatweaeehe beneficial effects of 
Ses Seo Sues joint, miliears institutions would be 
waste unless these improvements were matched with 
changes in the structure and role of the Office of the 
Delemeucigy OF sbekehnce (Uolye In our view, weaknesses in 
OSD s organization an Br Pe eees affect its performance 
in three BSE (1) OSD’ s internal structure does mer 
conform to the departments strategic purposes, thereb 

weakening its ability _to provide clear,  consisten 

policy direction, (2) There is inadequate institutional 
voice for_such operational concerns as readiness-= and 


SOS eee) pans The OSD staff is too heavily 
Involved iin Ehesidetarl smo elspa management and 1s too 
sae By _correcting these deficiencies, we believe 
tha OSD will be ina better. position to help the 
secretary Garry. out his mest important 
functions~-providing overall policy direction and program 
guidance and making major resource allocation 


choices-without excessive involvement in those specifics 
of program management that_are best left to the mi lie 
departments and operational commands. 


The next three CSIS proposals center around the 
assistants to SECDEF, and the size of the DOD Stara 
Specifically, the proposals are as follows: 

1. Expand the role of the under Secretary of defense for 
po ley ee co include responsibility One program 
integration on a mission basis; 


2. Establish a_ third under. secretary responsible for 
functions related to readiness; 


3. Reduce the size of the OSD staféf. 


7 eile See eo bo nue that the_proposals thus far are 
in any_way Simplistic. Though complex in themselves, they 
are only a part of the entire network of changes which may, 
together, bring about desired reform. 
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The intended result of these proposals is to improve the 


guidance function Ope OSle by streamlining areas of 
Bespomsibiild@tvewithin the OSD staff, The proposals will be 
evaluated in a similar manner as before, evaluating each 


separately, and then from the standpoint of their collective 
interaction. 

meethis po Ln, a few words should be dedicated to the 
subject of the relationship of the JCS to the Secretary of 
Defense and his staff. As explained by Mr. John Kester, the 
Service Chiefs, as JCS members, are probably more aware than 
the joint staff that works for them, that one rarely 
improves his position of influence by not giving the boss 
what he wants. In the case of the JCS, the boss is the 
Secretary of Defense. [Ref. 72: p. 531] Mr. Kester points 
out, that if SECDEF cannot get the information and advice he 
needs from JCS, he will turn to alternate sources. This is 
well substantiated in the actions of Secretary Robert 
McNamara when he greatly expanded his staff through the 
establishment of an assistant secretary to provide him with 
program alternatives he could not get from JCS. pret. 73: 
peo 1 | 

It can be seen that the need for strong interaction and 
mutual support of these organizations is crucial for’ the 
meaningful performance of their assigned tasking. To be 
influential in any of the missions they must perform, and 
specifically in the budget area, JCS must be able to get 
along with OSD, as well as maintain credibility in OSD's 


eyes by providing meaningful advice. 


B. THE PRINCIPAL ASSISTANTS TO THE SECRETARY OF DEFENSE 


Before proceeding with the proposals, a summary of the 
individuals currently assisting SECDEF is worthwhile. These 
individuals all have specific areas of responsibility. The 
CoLS report proposes to expand some On: these 
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responsibilities to achieve greater consistency between how 


the OSD organization is structured, and how the defense 


agencies under the SECDEF staff provide it with information. 


The Secretary of Defense has essentially twelve major 


Start assisteames: Each has his own staff to deal with cme 


various issues before them. These assistant positions and 


their responsibilities are delineated below: 


a. 


Deputy Secretary of Defense: acts for and exercises 
the qe Lee of the Secretary of Defense in 
coordinating DOD activities as directed by SECDEF; 


The Assistant Secretary of Defense -_ Comptroller: 
provides advice and assiStance to SECDEF in the areas 
of PPBS, resource management throughout DOD, problem 
identification and correction; 


Assistant Secretary of Defense for Health Affairs: 
ote eo for health and Sanitation matters 
including care and treatment of ee EES training soe 
medical personnel, drug and alcohol abuse control, and 
elinieal investigations: 

Assistant. Secretary of Defense — for Manpower, 
Installations and Logistics: responsible for civilian 
and military personnel poe including force 
Structure analysis as related to quantitative and 
qualitative manpower requirements manpower 
utilization, manpower _ programs development , and 
control of military_and civilian manpower strengths, 
equal opportunity, logistics and materiel management 

program integration, facilities and. environmenta 

quality, mobilization planning and requirements; 


Assistant Secretary of Defense for_Reserve Affairs: 
responsible for exercising _overall Supervision of 
Reserve component matters in DOD 


Under Se ay of Defense for Policy: | responsible 
for policy matters relating to. overall international 
security policy and political=militapy attaicc 


Assistant Secretary of Defense for International 
Security Affairs: provides advice and recommends 
policies, | programs, plans, and guidance to ag 
eo wit respect to political eae affaans 
other than NATO, uropean countries, and the Soviet 
Uno: 

Assistant Secretary of Defense for International 
Security Policy:. serves as the focal point for) Vom 

and Bee a policy on. strategic and internationa 

security matters, and is responsible for developin 


and pe ecuua ne Las policies concerning disarmament an 
arms control and East-West security negotiations; 


Under Secretary of Defense Me) 8 Research and 
Ene ieee, _ advises on Scientific and technical 
matters, basic applied research, environmental 
Services; and the reSearch, development, testing and 


procurement of all DOD weapons systems; 
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ye 6 Procram Analysis and Evaluataon: under the direction 
Otero brr . this staff formulates force planning, 
frseal ee Ene and policy guidance Bs which DOD 

P 


force planning an rogram projections will be based; 
k. General Council: chief legal officer of Department of 
Defense; 
1. Inspector General: Panducese = supervises. .monitors, 


and initiates audits and investigations relating to 
the programs and operations of DOD. 


Other functional areas assisting SECDEF include: Puyo Jal 
mer alrs , Net Assessment (preparation of assessments for 
SECDEF), Legislative Affairs, Executive Secretary, Small and 
Disadvantaged Business Utilization. [Ref. 74: pp. 162-165] 
Changing thes OSD organization may be extremely 
beneficial to the JCS in improving their influence in all 
aspects of their missions. Quoting Theodore W. Bauer and 


Harry B. Yoshpe, in their book’? Defense Organization and 
Management , 


"The Department of Defense is, and must be, a dynamic 
organization. Changes of missions and methods, of 
technology and emphasis, developments of special 
requirements, and discoveries of better ways of dividin 
the work, all bring about changes of structure anc 
linet LON) Sedans be a part of every day operations.” 


Ref. 75: p 


They go on to explain that organizational structures 


which are never right’ to begin with, need periodic 
shake-ups. Meeitiesce  Treseructurmes do not occur, the 
organization becomes less sound, because of the dynamics of 
organizational existence. Them rien organizational 


structure applies only for a specific period of time and in 


a Specific environment. Regardless of these points alone, 
changes in personalities, approaches and methods create an 
inevitability in organizational change, and management 

DLO Geitimehemeumcdascussion, see ‘Secretary of Defense" 
Defense Top Management Annual Report 1966, Armed Forces 
Management 37 no. Ll, p. 44— 
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patterns.) (Ref. 762 aoe 8] The JCS have worked with the 
current OSD organization for a | loneweiamer Its present 
Structure may contribute Significantly to JGs 
ineffectiveness in many areas. 

It should be noted that this paper is not advocating 
that change for change sake is justification enough for 
restructuring the OSD organization However, if, due to 
personality changes, environmental changes, or because the 
organizational structure was not “Eien, inieaaiiee 
organizational change should not be delayed. Change should 
then be a high priority to make the organization as 
effective as possible. Each part of the organization miuee 


be effective by itself to contribute to the organization as 


a whole. 
C. PROPOSAL 1: ALIGNING OSD WITH THE THREE MISSION 
CATEGORIES 


The first proposal addressing modification within the 
OSD organization follows: The role of the under secretary 
of defense for policy should be expanded to include 
responsibility for program integration on a mission basis. 
He would retain responsibility for drafting the Defense 
Guidance, but would broaden his involvement in the program 
and budget review process. An assistant secretary for each 
of the three major mission categories would be assigned: 
nuclear deterrence, North Atlantic and European defense, and 
regional defense. 

The October 1985 SASC staff report recommends a similar 
organization which would be made up of three under 
Secretaries each with responsibility for one of the three 
areas listed above. [Ref. 77: p. 47] The staff report 
varies from the CSIS proposal by elevating the new positions 


to under secretaries as opposed to incorporating these areas 


*7For further discussion, see Organizational Structures 
and Planning, Rand _ Paper P-3316 by janes R.  ochlesinger, 
Rand Corporation, 1966, pp.3-4 
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under one the direction of one under secretary. Whether or 
not the change in organization follows the CSIS report or 
the SASC staff report, the argument over the current 
structure concerning resources aS opposed to mission is 
further supported by the SASC staff report. 

Perhaps the time for organizational restructuring in 
this policy guidance area of OSD-JCS relationships is ripe. 
To improve this relationship, the CSIS group contends that 
the time has come to organize the OSD staff, specifically 
the Under Secretary of Defense for Policy, with a structure 
that mirrors the mission areas on which JCS and the Service 
departments must advise. 

As can be seen from the list of SECDEF assistants, 
SECDEF receives, or has available, advice on every 
conceivable issue which he may have to address. All of the 
information that he needs may presently be available in one 
form or another. However, structural problems in its format 


alone may be causing ineffective transmission of this 


information. 

At the risk of being too elementary, an example may be 
worthwhile. A typical ship of the line is divided into 
essentially four functional or mission areas: Combat 
Systems, Engineering, Ship Control (Deck, Seamanship, 
Navigation, Communications), and Supply. The Commanding 


Officer receives and requests information concerning the 
functional areas around which his’ ship was’ designed. He 
does not expect to receive information on supply from 
somewhere within the combat systems’ area. He does not 
expect to receive engineering information from somewhere in 
the ship control area. 

For the various department heads to provide’ the 
Commanding Officer with information in areas that’ should 


rightly be handled in another area would be extremely 
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thertrectrive. Information would not only be less accurate, 
it would lack perspective, cohesion and consistency with 
information in the area in which it belongs. 

At present, the mission categories of DOD center around 
the three areas listed earlier. The method for receiving 
and evaluating information within the OSD staff, however, 
does not conform to theSe miSSion areas. Again, as can be 
seen from the description of responsibilities for his staff 
assistants, SECDEF has bits of information coming from 
various sources. These Sources are not necessarily 
interacting in their determination and evaluation of isSues. 
Instead, issues are addressed in Segregated areas of the OSD 
organization. The result is a lack of consistency with the 
"job description assigned t Omie> and the Service 
departments. 

In the past, the three areas have been addressed by 
Separate assistant secretaries. This 1S a major frustration 
to the system of policy making within DOD. The problem, 
addressed again by Mr. Bauer and Mr. Yoshpe, generates the 
question of "whether the organizational arrangements in DOD 


foster or impede the coherent resolution of the issues of 


purpose, strategy, and organization... . £4x[Ref. /G7' im 
14] 

The basic change proposed by the CSIS group, is 
essentially a wiring-diagram change. It does not alter in 


any way the substance of advice provided by the JCS and the 
Services. It does, however, attempt improvement in the 
channeling of that information WroeocD. If OSD receives 
information along the same functional lines that it is given 
to them, the potential for greater understanding of the 
issues presented by OSD could very well improve their 
ability to deal with the information provided. Obviously, 


this works both ways. The policy guidance provided JCS and 
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the services by OSD, can only be more clearly understood, 
and more effectively and efficiently acted on, if both are 
"playing from the same sheet of music”. 

The service departments currently have responsibilities 


for the three broad mission categories mentioned above: 


Nuclear defense, North Atlantic and European defense, and 
Regional defense. Each of the Services contributes in some 
way to each of these missions. Operations plans, specific 


taskings, and force orientation are all developed from these 
three central areas of concern. [fRef. 79] Policy guidance, 
as shown above, does not come from OSD in this format. 

The Under Secretary of Defense for Policy is currently 
tasked with producing the Defense Guidance (DG). All of the 
services develop their Program Objective Memorandum (POM) 
from this document. The POM must be tailored to the format 
of the DG, addressing the areas in that document. [Ref. 80] 


The structural design of the document by Section isS_ as 


follows: 
1. Threat Assessment: HESS et of the world environment 
and threats to U.S. interests; 
Ze Policy. Guidance: addresses general goals of DOD 
providing overall direction for development = of 
national military Strategy force planning; 


unconstrained by availability of resources; 


3. Strategy Guidance: |= provides national Md basteasr 
Strategy for countering the threat during the FYD 
period and beyond; 


4. Force Planning Guidance: addresses tasks to be 
carried out by. DOD components in developing major 
combat and defense-wide support forces needed to 
execute the strategy; 


5. Resources Planning Guidance: Specified programming 
criteria and.priorities for the allocation of defense 
resources, principally in the areas of readiness, 


Sustainability, modernization and industrial base; 


6. Fiscal Guidance: | provides DOD. components_ total 
obligational authority projection for he FYDP plan 
ten year extended planning period; 


7. Major Issues: Statement of problems affecting the 


defense guidance requirin stua or top management 
attention. [Ref. 81} 4 
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This Shows that the DG does not Teilecr by 
organizational format the mission categories of the Defense 
Department, in Structure or contener As stated earlier by 
the CSIS proposal, OSD's internal structure does not conmpomm 
to the departments strategic purposes, causing a weakening 


in its ability to provide clear consistent policy directo 


to DOD. This issue is fully supported within the text of 
the DG itself. The 1985 Defense Guidance, under the Major 
Issues section, Specifically addresses the need to review 
the DG due to problems experienced in the past. It requires 


the asSignment of a special study group for this purpose. 
It states: 


"The purpose of this study is _ to identify problems 
ascribed to_the current organization of Sections IV and 
V of the Defense Guidance and to_ analyze alternate 
structures. Alleged problems include weak linkages; 
redundancy; lack of consistency; difficulty in asscooms 
the affordability of MTO's (Mid-Term Objectives); an 
cueases on resource inputs rather than defense outputs. 
Attention should be paid to Verde eee existence of 
these potential problems, and determining their _ origin 
and remedy. The structure of Section oe EL adthquen 
considered adequate, Shall not be excluded if the 
conduct or. completion of __the study warrants their 
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econcluston: © [Ref. 822 so) Waka 


The DG should be structurally arranged such that Tega. 
prioritized in a manner consistent with the broad general 
misSion categories of the defense department. The Services 
and the JCS must presently pick through bits and pieces of 
the DG, to find issues related to these mission areas and 
put them together conceptually into a policy format with 


which they can work. This should mot be thewease- 


It may appear almost nit-picky, in some ways, to be 
concerned with this issue. let may have aspects of 
exaggeration, when considering the overall scheme, to say 


that SECDEF needs to "reorganize his chapters" so that they 
are more comprehendable by the reader. If one steps back 


and considers, however, that the issues being debated are 
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issues of national security, upon which the nation must 
depend, then all aspects of this argument take on a 
different perspective. 

The Services and JCS require clear concise policy 
guidance from above. They cannot afford to piece-meal 
defense policy by picking through the DG, and then 
assembling the policies regarding the mission categories 
they must work with in a complete, understandable format. 
It should be the responsibility of SECDEF to articulate 
clearly and concisely, in universal format, what the 
policies concerning these mission categories are. 

The CSIS study proposes to organize and distribute 
thinking about policy issues along the lines of the mission 
categories. As the CSIS proposal suggests, below the Under 
Secretary of Defense for Policy, three assistant secretary 
positions would be created. Each would be responsible for 
one category. Each would be tasked with developing the 
issues and policies in their specified areas. They would be 
under one Sbess who would provide consistent 
non-conflicting guidance to them on issues they are 
eonironting. Instead of having three to four different 
Assistant Secretaries of Defense providing guidance to three 
to four individuals in their own staffs (each with a little 
different perspective on the situation), DOD would have one 
under secretary and three assistants working together’ to 
resolve policy issues aligned appropriately with military 
missions. The Services as well as JCS would have one 
central point of contact Within OSD to address 
questions/comments/argumentation. 

Bie PROPOSAL 2: CREATION OF A THIRD UNDER SECRETARY OF 

DEFENSE 

The next proposal concerns the establishment of a third 


under secretary: A third under secretary of defense should 
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be established with broad policy oversight responsibilities 
for functions related to the readiness and sustainability of 
the operational forces. 
This has been an area of concern for almost two decades. 

In 1970, the Blue Ribbon Defense Panel found difficulty in 
this Same area. Their specific recommendation was to 
establish an Under Secretary of Defense for Operations. 
Under this plan, some of his responsibilities would be: 

a. | Mainteanry Cpenrations:. 

Unified Commands; 

Operational Requirements; 

Intelligence; 

Telecommunications; 

Defense Communications Agency; 

Civil Defense Agency. [Ref. 83: p. 55] 
This panel saw the need for bringing together the 
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different organizational functions within OSD which “dea 
directly with the readiness side of the department. They 
recognized that those functional areas of defense which 
contributed to readiness would be better coordinated under 
one under secretary. [Ref. 84: p. 25] 

The operationally ready forces are assigned to the 
unified and specified commands. Under this organizational 
Format ; the essential elements of command and operation 
Should be centralized under the direction of one individual 
within OSD. [Ref. 85: pp. 40-41] 

In addressing this issue, it iS important to first foe. 
on what the nation's military should be "ready for.” In 
their paper The Problem of Military Readiness, Melvim)Eaaee 


and Lawrence Korb state, 


"This nation raises and maintains military forces for 
Cwo pena Oe see Co Ceber others from employing 
Maan ay, Ore against us and to conduct milatamy 
operations if fiat oS ence Should fail. The ability to be 
ready EO fight” “Gn cOonduce military operations 
successfully is by far. the more important of the two 
funcerons. If our military forces are not prepared to 
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fight, then few of our adversaries will be deterred from 
SoMmurtame Mosttlec acES apainst us or our interests. 
Ret) 86: 99% 1| 


Suistainadbt itty conecenms the abifrey, of the United States 
to engage in battle for an extended period of time. Issues 
such as support lines for logistics, ready spares in forward 
deployed units, reinforcement troops and equipment = and 
Surviveability of initial combat units all contribute to the 
country's ability to sustain operations on a global basis. 
[Ref. 87: p. 13] The requirement to centralize these issues 
under the direction of one individual rather than under 
several individuals is clear. The area of sustainability 
needs clear consistent direction from a central dedicated 
staff. There is presently mo equivalent, or specifically 
assigned assistant to SECDEF who has direct cognizance over 
these areas. 

In their paper, Melvin Laird and Lawrence Korb conclude 
miaat U.S. military forces are not ready for combat, or to 
conduct sustained operations. Although their paper does not 
specifically address the suggestion by the CSIS-~ group 
concerning the creation of a third under secretary, their 
conclusion lends credence to the _ proposal. They sight 
several examples why they have reached the conclusions they 
have. Several of these follow: 

a. The Navy's 12 air wings are only enough to place one 
Wing on each carrier-ideally one enaeed more alrwings 
than carriers is desireable to meet potential 


operational requirements; 


De Alt rao Eye Tol sea, and air forces have numerical 
shortfalls in personnel and equipment; 


c. Current airlift capability is inadequate to handle a 
contingency or half-war scenario; 


ad. Forces ea to be moved to the Arabian Gulf area 
lack both. the size and firepower to handle most 
contingencies they may encounter in that area; 


e. Naval air power in the late 1980's will be ten percent 
smaller due to the lack of allowance to procure 
replacement aircraft from attrition; 


f. The U.S. does not currently have the industrial base, 
ERatiap@isiadelon Capability , or the people to fight a 
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prolonged war in Europe. . A lead time of at least 
Sixty days after mobilization would be required for 
U.S. industrial munitions plants to stare produeme 
additional ammunition; 


g. Tactical aircraft of all of the armed services have 
Severe Shortages of Spare parts; 


h. At any one time, approximately 1/7 pe Gout of DOD's 
units are in planned overhaul while 15 percent suffer 
from a major deficiency in at least one area that is 
Serious enough to prevent them from carrying out some 
combat missions; 


1. U.S. capabilities are declining relative to those of 
the Soviet Union; 

j. Sustainability is a problem in all components of the 
U.S. sarmed forees: 

k. Retention of trained, Skilled and experienced 
personnel is poor, and becoming worse’* [Ref. 88: pp. 
4-26] 


Again, the study by Melvin Laird and Lawrence Korb did 
not address =the correction of these problems’ through 
regtoans ZacLom Ore soo). The problems discussed above are 
only apartial list of the problems mentioned in their 
report. They illustrate, however, that there are a wide 
range of problems facing the armed forces in their ability 
to insure the security of the nation. 

These problems all concentrate in the areas of 
operational readiness and sustainability. These problems 
are currently addressed by several different assistant 
Secretaries. The need to improve the capability of the 
armed forces should start with the concentration of these 
issues within one office of OSD. Until one individual has 
authority over confronting these issues, the approach within 
OSD will continue to be splintered action in each area. 
Testimony before Congress on important programs and issues 


will not have a consistent «vomwce- 


’*This data is current as of mid-1930. Althouwsliee 
represents data which 1s somewhat dated, it 1S accurate to 
state that the numbers and issues have changed very little 
as Of Ents yest ane. 
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eer OPO oes REDUGING THE SIZE OF THE OSD STAFF 

The third proposal addressing reform within OSD follows: 
In the context of the realignment described previously, we 
believe that the secretary of defense should review the 
staffing needs of OSD and Washington Headquarters Services 
with a view to making substantial reductions in its siZe. 

One of the most frequently cited problems in management 
effectiveness studies is the problem of "over management" or 
"micro management”’. Bhem@iact withatwethis criticism is so 
frequently found does not under-play its importance in any 
way. On the contrary, it tends to reaffirm the need for 
continual attention in this area. 

This is a real problem, and one which can be found to 
exist throughout many organizations. In his book 
Reappraising Defense Organization, Mibaee Archie Barrett 
compares criticisms found in five major defense organization 
Studies conducted since L97-Ge Two criticisms are 
Significant in this area of discussion; they are: 

1. Decision making authority_is overly centralized at the 
aii? Chow Geprctary ofemefanca (Osb)° results in 
failure to delegate detailed management activities. 

2. The secretary of defense/OSD level needs to place 

reater stress on long-range lanning and policy 
ormulation guidance and Bens ene Concentration on 


those areas should replace the emphasis’' on detailed 
management. 


Five out of these six major studies reached the same 
conclusion as the criticism in the first statement. Four 
out of the six studies agreed with the second statement. 
[Ref. 89: p. 84] As can be seen, this is not a new problem. 
The current OSD organization employs approximately 
Sixteen hundred people.’* This is even after reducing the 


staff by almost one third since before 1973. When comparing 


**There is some debate on these numbers. They are 
approximations due to different methods of Se MNase nor 
people assigned to OSD and whether various agencies should 
or should not be considered a part of the OSD organization. 
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the size of the OSD staff to that of the Service ’statticue. 
the military departments, it 1S apparent that OSD operates 
with less than half of the people employed by the services, 
and is only very slightly larger than the OQJCSe’ star 
[Ref. 90: pe Ziel 
In his Report To the Secretary of Defense (Harold S. 
Brown), Mr. Sau leeks Ignatius also reviews previous studies 
completed on the reorganization of DOD. In his report, he 
discusses the findings of the General Accounting Office 
Report. The major points concerning OSD over-management 
reported in the GAO study follow: 
1. The increasing involvement in service program 
execution at the OSD level reduces the autonomy of the 
Service Secretaries and thereby reduces their ability 


to make decisions on issues which are more relevant to 
them or on which they often have more expertise. 


2. Since the Military Departments are separately 
organized and the. Service Secretaries are resource 
managers, it is logical that they may be given the 
authority to manage. They are, in effect, presidents 
of operating companies. They serve many useful 
functions, particularly resource management, personnel 
acdinditiiass & Isat 8011; budget JUSELEICaEven. and 


establishment of unique Service policies. 
S60 Perhaps wet he it most important role is that em 
interpreters between the Military Staffs and OSD -- 


they act as. a check and a balance when those parties 
have jurisdictional disputes.‘° [Ref. 91: pp. 22578 


In this same context, Mr. Ignatius’ study called for 
greater delineation of responsibility between OSD and the 
Military Departments; specifically, where OSD's authority 
ends, and where the Military Department's authority begins. 


He additionally recommends the reduction of management 


intervention by outside agencies within DOD. [Ref. 92: pp. 
26-27 | 
**For further discussion, see General Accounting Office 


Report, Suggested amprovenents a otaffing and Organ 2a 
of Top Wau Cne eadquarters in the Department of Defense, 
9 


Apraiane 
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This study found that there was great support for the 
beoposal tow reduce the OSD staff by as much as fifty 


percent. The objective of this reduction would be to force 
GspD to concentrate on policy, leaving the details of 
operations to the Military Departments. In his report, he 


states the size of the OSD staff alone iS So immense that 
its tendency is to be involved to an unjustifiable extent in 
the day-to-day operating decisions of the services. While 
this study specifically does not attempt to determine a 
"correct" staff size to prevent these problems, it does find 
that reducing the staff size could help alleviate these 
Bet tculties.) [ Ref. 93: pp. 33-34] 

Although micromanagement within OSD is a_ real problem, 


it will not be solved without additional emphasis. on 


discipline within the OSD staffs. This discipline should, 
and must come from SECDEF himself. If it does not, the 
frustrations of the services will be ignored. The secretary 
of defense must emphasize the need for appropriate 


management practices at all levels. [Ref. 94: p. 34] 

An argument often given to prevent further reduction of 
the OSD staff is the continuous growth in the staff's 
workload. This increase comes’ from various sectors 


including compounding Congressional requirements, as well as 


self-generated requirements within DOD. No matter what the 
reasons, it is generally accepted that the workload is 
increasing. 


The way to deal with this problem, while at the same 
time being able to afford a reduction in the OSD staff size, 
is for greater service involvement. Allowing the already 
large staffs maintained by the services to assist in this 
ever-increasing workload, will help enable OSD to 
concentrate on the areas of policy direction as opposed to 
operational minutia. [Ref. 95: p. 35] The mere act of 


concentrating OSD staff attention away from operations, back 
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into policy, however, will in itself, create morestime ce 
OSD staffers to focus their efforts in the area of policy 
potentially negating the requirement for further service 


involvement in other areas. 


F. CONCLUSIONS 

The bottom line question, with respect to this paper, is 
whether or not the current” organrzaecron impedes the 
influence of the JCS in presenting arguments to OSD. These 
proposals have great significance to the JCS and the 
performance of their advisory role. The bridge between what 
JCS is acting on, and how the proposals from those actions 
are received by OSD, must be a strong working relationship 
between the two bodies. This relationship cannot be one 


which is dependent on close personal or professional ties 


between fie ws various =playeuce It must derive from sound 
Struct Wieas lines of communications between the 
organizations. If the organizations can: 

a. Communicate from the. same perspective by utilizing 


Structurally identical documentation, 


b. Concentrate the . efforts wen eon ear ie the major 
problems facing the readiness of the armed forces, and 


c. Restrict. themselves to the taskings which they are 
Separately assigned, 


then, there can be substantial effective progress made in 
the resolution of conflicting views on relevant issues. The 
result must be a more effective organization. The JCS 
conjunction with other®propesals, previously discussed, 
would, by definition, elevate themselves in the area of 


credibility, and competence. 
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V.. CONGRESSIONAL DEFENSE OVERSIGHT 


A. OVERVIEW 
This area of the CSIS study concerns Congressional 
approaches’ to budgets, and the function of certain 


CongresSional committees. The report states: 


"No legislature in the world devotes as much_ time, 
Sea and talent to decision making on _the defense 
budget as does the U.S. Congress. . Nevertheless, almost 
everyone involved in the process, in the Congress itself 
and 1D the executive branch, has expressed 
dissatisfaction both with the outcome of this effort and 
the process itself. Congressional procedures for review 
of the defense budget reflect and reinforce many of the 
obstacles to effective On Bernese aS and management in 
the Department of Defense. [In Rae icular, the Congress 
contributes to turbulence in the defense program and 
budget by focusing excessively on the details of program 
management. Moreover, by use its time to_ review 
vattual ly over y line item in the Budget, the Congress 
foregoes opportunities to address the more fundamental 
issues of defense policy: the establishment of national 
strategic priorities and the broad allocation of defense 
resources toward those priorities. Changing the way 
Congress. reviews. the udget would not only improve 
legislative oversight of defense policy but would also 
encourage and reinforce reforms in the’ Pentagon. 


B. PROPOSAL: REFOCUSSING CONGRESSIONAL REVIEW 

ie Specitzie proposals in this area of the CSIS study 
are as follows: To streamline the congressional review 
process and refocus legislative attention on the broader 


issues of national strategic priorities and allocation of 


defense resources to support them, two measureS are 
recommended: 
a hohiftin the defense budget from an annual to a 


biennial cycle; 
2. Reestablishing the division of labor between the 


defense-authorizing and defense-appropriating 
SCOnmrErees. 
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1. The Biennial Budget 

A significant amount of professional and academic 
energy has been concentrated on the DOD budget, its process, 
and its execution. This literature has had its major focus 
on analyzing and attempting to improve the effectiveness of 
the process through alternate budget methods. Over the past 
few decades, the DOD budget process has undergone three 
major revisions - MBO, Zero-Based Budgeting and PPBS. Each 
was aimed at improving the current system by replacing it 
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with another altogether new system.’ The CSIS group states 


their reason for proposing a biennial budget for DOD as 


follows: 


"We believe that shifting to a multi-year budget is 
crucial for an effective legislative role in defense 
ts Certainly, the Congress should review. the 
details of budgets and weapon programs but it need not 
undertake such a time-consuming tas every year for 
every weapon-much less three times per year. Ideally, 
budgeting would. be accomplished _on.a multi-year basis 
and weapons would be reviewed only in_ conjunction with 
the three or four major decision milestones in their 


AcCquistelom. cycle: Once it was decided to procure a 
major system authorization. se. urchases over several 
years should be the normal ractice rather than the 


exception... It would foster greater stability in 
the defense planning process and ease the burden now 
imposed by the annual budget process on the members of 
Congress. By Peeuerue the time spent on budget review, 
a biennial cycle would allow reater efforts to_ be 
directed at broad questions of policy oversea And it 
would permit more attention. to be ai to those 
long-term issues of purpose and strategy that are of the 


BEOSIESS | importance to the nation's security... t 
he same time, a biennial defense budget would have a 
Salutary effect on internal Department of Defense 
resource allocation procedures. It would impart greater 
Stabile, Mites ene egies process. It would reduce 
the amount of time the epartment spends’ on budget 


issues, allowing greater attention to be paid to broader 
issues of defense strategy and priorities, as ive yee 
the evaluation of past decisions.'** 


*’7DOD has retained PPBS as its formal method of 
budgeting. 


*8The CSIS study points_out that the defense budget is 
reviewed in each chamber at least three times each year. 
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The proposal of the CSIS study does not attempt to 
replace the current budgeting system. It does modify the 
current system. It may seem at first glance, that by 


extending the DOD budget cycle by twelve months (biennial as 


opposed to annual), the system is in effect completely 
changed from its current form. After further review, 
however, it should be obvious that, hier adecty. “LhNere las 10 
substantial change to the current process, and that DOD 


continues the budget process just as before. 
The mechanics of the CSIS-proposed biennial budget 
would be as follows: 

1. The administration would submit to _ the Congress for 
debate, _amendment and approval, a two-year 
authorization and appropriation in the first year of 
each new Congress} 

2. In the second year, only relevant committees would 
consider review, evaluation and oversight of programs 
CUrmenthy onaeolne ; 


3. Potential adjustments in the off year cycle would be 
accommodated by a supplemental appropriation; 


4. In the off year period, DOD would be granted wider 
authority for reprogramming. 


The major resistance one normally finds expressed to 
changing to a biennial budget, comes from the experience of 
having changed the start of the fiscal year from July to 
October. The result intended from this change was to afford 
Congress more time (and hence all organizations involved 
with the budget) to review and pass’ the budget 
Appropriations Act. Prior to the Budget Impoundment and 
Control Act of 1974, Congress did not have enough time to 
work through all of its processes by the end of June.?? 

The result, in fact, was that Congress then filled 
the extra three months with more reviews, and committees, 
and processes, and, with the exception of FY 78, has had to 


pass a continuing resolution to fund the government every 


melme tirst ot July Sstartine the new fiscal year. 
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year Since! These resolutions have in some years taken as 
long as the November to be resolved. 

It is easy to see that the opponents of affording 
Congress any more time to tinker with budget fear that 
Congress will only again fill the extra time with more 
committees, reviews, and processes. They would contend that 
allowing more time for the budget will not resolve the time 
problem. Congress, it 1s presumed, will still Hae 
difficulty in getting the budget out. 

There are other reasons why the biennial budget has 
been opposed. The following arguments are the most common 
in support of the current annual procecce 


1. Annual authorizations provide better control over 
executive agencies; 


2. Annual authorizations provide better control over the 
Appropriations Committees; 


3. Congress has been reluctant to consider the two year 
udget estimates submitted by the Administration, even 
though two year estimates are required by the Budget 

Aee of 1974. 


4. Congress has recently attempted or Basse legislation 
Bea ae. an annual authorization | epaeen Eons 
construction and maintenance of public buildings and 
for projects within the National Science Foundation 
(R&D ~~ has traditionally been a multi-year 
authorization) with this tendency continuing in other 
areas; 

5. The size and uncertainty of foreign assistance have 


locked it into an annual authorization; 


6. Congress prefers. the Flexi Di leiey eer annual 
authorizations which allows them to adjust funding 
levels annually to adapt to changing conditions; 


7. There is an overriding feeling within Congress that 
annual authorizations provide a necessar 
counter-balance against | wide  §$ Presidemuaa 
discretionary powers ars gee ase os within the foreign 
assistance area.** [Ref. 97: pp. 30-31] 


*°Tt should be. noted that not all in Congress oppoSe a 


biennial budget. On the shee 2 several promote the idea. 
Several members of the CSIS study srouP are members”) of 
Congress, and there have been several bills 


introduced_by 
the 95th Congress to enact this change. [Ref We9G epee ed 
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There are, of course, good reasons why a biennial 
budget process Should be reviewed, and potentially 
implemented. Some of these come from Charles Schultz in his 
book on setting national priorities in the federal budget. 
He contends that the annual budget process is increasingly 
poorly suited Ber the setting of national priorities. He 


states this for two reasons: 


1. Setting riorities Neommonecmeinvalves Simply a 
determination of how much of the nation s resources 
Should be devoted to a. particular purpose; ttaalso 


requires difficult decisions about how each purpose 
can best be accomplished. 


2. Most important decisions do not have their major 
budgetary consequences immediately, but only after 
several years. Effective allocation of resources and 
consideration of alternative goals can be done only 
with a budgetary outlook extending over time, perhaps 
many years. [Ref. 98: p. 464] 


He continues by saying that pretending a 


"$250 billion federal budget_is_ freshly put aoe ee 
each year 1S an exercise in self-delusion, for both the 
eoueress and the executive branch. From one year to the 
ext eigcte at the wchanges that occur in _budget 
expenditures are built in’; that is they result from 
decisions made in previous years. iraseelid. a2 singe 
year little can be done to restructure priorities. 


However, over the long run, changes in the allocation of 
budgetary resources can and do occur. He goes on to say 
that undue 
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“concentration on a single perks S budget obscures the 
long-run changes’ that curren decisions will actually 
bring about. When attempts are made to cut spending, 
Peemctianent annual budget process places most emphasis 
on actions that affect the coming year's budget, often 
at the expense of cuts that are more desirable but that 
may not affect expenditures for several years. 
Conversely new programs or military weapon systems are 
inaugurated with Nave areecnidon to their cost in the 
current budget, which ney be only a small fraction of 
their total cost. |. Tax cuts are enacted with attention 
to their immediate budget impact and little 
consideration to their effect on the_ long-run balance of 
revenues and expenditures . . .While an annual budget 
1s essential or purposes of economic ees a 
Single-year framework for. conducting al OF the 
budgetary procedures has outlived its uSefulness. Both 
the Congress and the executive branch need to view the 
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budget totals Fal Se program isions! 1a Tonge 


dec 
perspective. [Re 9: pp. 464-465] 


As can be Seen, there are a great many worthy 
arguments on either side of this issue. Both sides press 
their points either from the realities of the current 
mind-set in Congress (those opposed), or from a theoretical 
perspective aimed at the realities of what should be (those 
in favor). To say that either side is right would be almost 
impossible. To mix the views of both sides in an equitable 
union may be almost as equally impossible. | 

These words provide little assistance, however, in 
revealing the benefit to the JCS of implementing a biennial 
budget. What can be seen, is that there are difficulties in 
the present system, and in modifying it. The trading of one 
set of problems for another, and their requisite effect on 
JCS influence within the budgeting process cannot be 
assessed merely from academic discussion. To evaluate the 
effects, both postulated and hidden, of shifting tom 
biennial budget, this reform would have to be implemented. 
No one can predict with certainty all of the aspects of this 
type of change. The only certainties at the moment are that 
the current system is a known entity; and, that shifting to 
a biennial budget may result in effecting the JCS influence 
over the budget process. In what direction it will) changer 
is unknown. 

2. Dividing Up the Labor 


The question of who should work on which aspect of 


the budget within Congress, would seem almost academic, if 
not “blindingly sobw Lous.. By virtue of the names of the 
committees themselves, it would appear that there should be 


no confusion as to who should control whieh ~areacweom 


authorization and” -aporopri4e rou This confusion takes on 
real dimensions, however, when viewed in the light of a 
Survey on the competence and performance of Congress, as 
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viewed by the American public. The survey found that most 
Americans rated Congressional competence "Somewhere south of 
trash collectors." [Ref. 100: p. 1] Mr. Alton Frye, in his 
book A Responsible Congress, expresses his feelings on 
Congress by stating, "Few institutions are in greater need 
of change for the sake of change." *? 

These comments are really more satirical rhetoric 
than literary commentary on the view some people take of the 
way Congress Seems to work. They do express, however, a 
certain frustration with the inability of Congress. to 
effectively deal with the issues before it. Some of this 
frustration is reflected in the contention of the CSIS 
group. They contend the authorizations and appropriations 
committees are interfering in each other's areas of concern. 
This has caused greater difficulty for the military 
departments and the JCS to be effective in the Congressional 
arena, and in carrying out their managerial and operational 
responsibilities. 

In evaluating this issue, we should first look at 
what the actual responsibilities of the two committees are: 

1. Armed Services Committees: annuall originate 
legislation that authorizes about two-thirds _o a 
expenditures which includes funding for the 
procurement of weapons; 
2. Appropriations Committees: legislate the remaining 
one-third which includes military pay and allowances, 


operations and maintenance; ee may reduce, but can 
not exceed authorized limits. [Ref. 101: p. 21] 


Under the current operational format of these two 
committees, the ability of SECDEF and his forces to gain 
approval of bills submitted to Congress has become 
mrereasingly more difficult. The once moderately straight 
forward Congressional structure has blossomed into a garden 


of subcommittees within committees. The greater complexity 


1975 4 Responsible Congress, by Alton Frye, McGraw-Hill, 
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of issues today, requiring greater specialization has helped 
to make the number of committees grow. The current House 
rule requires that each standing committee with over twenty 
members have a minimum of four subcommittees. [Ref. 102: p. 
78 | 

Although this is somewhat off the track of the CSIS 
proposal, it illustrates the rapidly increasing tendency aa: 
Congressional committees to overstep their areas of concern, 
not by intention, but simply by design of the system. 

This is supported by Mr. Richard Haass, ingaee 
paper, The Role of the Congress in American Security Pola 
when he states that inthe area of foreign policy, ama 
defense, neither the House nor the Senate has one central 
committee dedicated to these areas, such as a  Natatonemn 


Security Affairs Committee." He points out that 


"Issues in this area are, by one account, dealt with by 
Sixteen Senate and nineteen House committees and an even 
larger number of sub-committees. What results are two 
Eyes of jurisdictional tangle: not only _ are foreigmeame 
defense policy. issues considered By. a large number of 
Separate committees, but often the. Same (mat Ge waee 
Cty wae by two or more committees. Ref > pe 


The problems of overlapping are common within all 


areas of congressional review (not just defense). Another 
example emphasizes the point. In one instance, both the 
House and the Senate were investigating civil aviation. The 


committees involved were the following: 


"subcommittees _of both the Senate and the House 
Committee on Interstate and Foreign Commerce; two 
appropriations subcommittees that pass on the 
ape ee bet AS of the Department of Commerce; a special 
subcommittee _on Legislative Oversight of the House 
Committee on Interstate and Foreign Commerce; both the 
Senate and the House Committee on Government Operations; 
the Senate Judiciary Committee; | a special subcommittee 
of the House Armed Services Committee; and several other 
ABP LOPprrarlons committees. No ess _ than twelve 
subcommittees were concerned with the work and policies 
of civil aeronautics agencies. [Ref. 104: pp. 274-275] 
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The consequence of this dilemma, is a divided 
congressional perspective, which prevents the creation of 
integrated coherently legislated policies. Legislation then 
becomes the result of compromise, with little thought given 
to the trade-offs which must be made, as well as the impact 
of these trade-offs on other issues. This system produces 
policies that can be in conflict with the issues originally 
presented. [f[Ref. 105: pp. 551-52] 


A deeper look into the appropriations process 
reveals even more Stone veait problems with the 
congressional review process. In his book Congressional 
Somerol of Administration, Joseph P. Hapersecondiicts® a 
lengthy review of the appropriations process. In discussing 


the questioning of members of the defense organizations by 


committee members, he states: 


"The interrogation of witnesses tends to be unsystematic 
and repetitious, partly because it iS common practice 
for each subcommittee member to have. his Sree lic 
questioning. PEP ees Ne On the interests of each member 
and his degree of acquaintance with the agency s work, 
one group of questions may be searching and relate to 
wital issues of policy or administration, another ma 

wander off into a trivial but detailed backwater. No 

many _ members have sufficient firsthand knowledge of the 
complex ie che babetbane and activities to inquire into specific 
operating etails. In. the general atmosphere of 
impromptu cross-examination questions dealing with 
important policy issues are frequently not followed up." 


The decisions for appropriations often are the 
decisions of one member, only a few members or potentially 
even the decision of the clerk of the committee staff. He 
concludes that the basis for allocation of funds tto a 
department or program due to the limitations of this process 
is dubious at best. [Ref. 106: pp. 77-78] 


Speaking in general terms, Mr. Harris states, 


"Congress should. reconsider the whole . problem of 
legislative SVC Hae ae Of adminuastration, including its 
Own organization for oversight and the various means 
utilized. The present practice has developed more as an 
accidental by-product of the legislative functions of 
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StS i aie of the individual departments _and agencies is 
divided among numerous committees, resulting in a large 
amount of duplication and overlapping, and the lack of 
any clear SSN Lee Elo Heavy drains are placed upon 
the time and- HSL the heads of departments and 
other executive officers by reason of the numerous 
congressional committees to which they must’ report and 


Congress than by design. The responsibility ~2en 


explain their act lonce Legislative overs) oe of 
administration, properly conceived and carried out, is a 
safeguard against as inefficient and inept 
administration; but exceSsive controls, often written 


into law to correct abuses of years ago and continued 
long after the need has) passed ja ias TEMES rather than 
improve administration. (Ref. 107+ py 2567 


The Department of Defense is currently suffering 
under the uncertainty of which committee will control which 


aspect of their budget. 


Cy, \CONGEMS TONS 

Each of the ideas presented in this chapter have 
individual merit. Each has basis within the literature, and 
within the reality of its context to be a valid proposal. 
These particular issues deal directly with the budget issue. 
It is unclear, however, whether the proposals presented will 
result in direct support to the JCS by increasing Gaeun 
influence within the budget process. 

In the first instance, the proposal to shift the DOD 
budget to a biennial budget may have value in increasing the 


JCS influence based in the ideas previously expressed by Mr. 


Schultz. However, shifting to a biennial budget will not in 
itself change the perspective to a longer range view. This 
is already the case in the current system. The Pras 


requires DOD to establish their budget on a multi-year 
basis, extending projections out eight years. The 
department currently has a long range perspective. 

The advantage a biennial budget may provide is’ the 
ability for the department, and consequently JCS, to 
ACE UaIiy se atsiey | Wicmoumiten Although projections for long range 
requirements have always been considered, Congress has never 


responded to this method of budgeting. They have 
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consistently considered the budget on an annual basis. 
Legislating that Congress budget the DOD biennially, may 
force them out of the annual perspective. Old habits are 
hard to break, and Congress may be harder to change than 
most organizations. As mentioned, above, however, the 
benefits and the drawbacks of the biennial budget will not 
be known unless the system is actually implemented. 

The advantages of restricting the authorizations’ and 
appropriations committees to their specific tasks may be 
more readily obvious. The uncertainties about the budget 
without the confusion of dealing with several committees and 
Subcommittees are large enough. The old notion that too 
many cooks spoil the soup applies very well here. The 
Specialization of committees to deal with issues they should 
be expert in can significantly improve the ability of DOD to 
deal with Congress. 

The Joint Chiefs effectiveness in communicating with the 
right committee onthe right issue can only’ be enhanced. 
Knowledge of where the power centers are is crucial in 
dealing with Congress. At present, the power centers are 
unclear. Any one of several could influence the budget 
outcome in an unperceived way. 

The two issues go together very well. Both deal 
specifically with Congressional side of budgeting. Their 
common interaction could enhance JCS influence in the budget 
process in the ways that are the primary aim of each 
proposal. Affordine the JCS the opportunity to carry out 
their budget process with long-term implementation, mirrors 
the method by which the budget within DOD is currently put 
together. This would enable the Joint Chiefs to concentrate 
their efforts consistently whether they are dealing with 
Congress, the administration, or DOD. Clearly segregating 
the tasks of the congressional committees JCS must deal 


with, improves their ability to deal with those _ who 
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ultimately approve the defense programs they 


gain. 


Via. 


VI. FORCE DEVELOPMENT AND ACQUISITION 


A. OVERVIEW 

The last set of reforms, recommended by the CSIS study 
deal with Force Development and Acquisition. Some of the 
recommendations which impact this area have been mentioned 
in earlier chapters. These will not be reevaluated in this 
chapter. These proposals are: 


1. Broaden the responsibilities of the under secretary of 
defense for policy; 


2. The Chairman of the Joint Chiefs, along with the Joint 
Staff should prepare force planning recommendations 
ER oe eke by realistic estimates of resources 
available; 


3. Shifting DOD to a biennial budget. 


The proposals concerning force development and 
acquisition all deal with improvements in the way DOD 
conducts business from a "“money-efficiency"” standpoint. 
They deal with the details of accounting for the use of 
resources, to establishing incentives through competition 
for contractors of defense equipments. 

None of these proposals is particularly controversial in 
mrself (with the possible exception of adding the aspect of 
accrual accounting to our present accounting system, as well 
as merging the programming and budgeting phases of PPBS). 
The rationale behind these proposals will be explained 
briefly, but a rigorous debate regarding the propriety or 
impropriety of the proposal will not’ be conducted. The 
proposals are uncontroversial partially because there is 
little debate that the majority of them would infact result 
in some level of enhancement in the DOD budget process. 
Additionally, some of these proposals are new, and have not 


yet had the advantage of academic debate. 
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The CSIS group states their initial premise forveonceum 


for force development and acquisition as follows: 


"The Department of Defense has developed two major 
processes to aid the secretary of defense in integratin 

he plans, programs, and budgets of the individua 
military departments: . the Planning, Programming, and 
Budgeting 2 siegan (PPBS) and the major system acquisition 
process. oth processes need to be adjusted in line 
with the organizational changes recommended in the 
previous three sections to ensure that the secretaries 
carry out his integrative roles effectively. 


B. PROPOSAL 1: MERGING PROGRAMMING AND BUDGETING IN PPBS 

The first set of proposals in the area of force 
development and acquisition are stated as follows: The 
programming and budgeting phases of the PPBS’'~ should be 
merged into a single process that retains a program and 
mission orientation, but simultaneously establishes relevant 
budget inputs. We recommend the integration of the 
programming and budgeting processeS in order to promote the 
matching of resource inputS to program outputs and the 
linking of both to defense objectives and missions. Under 
this proposal, the programming and budgeting functions would 
be merged at each stage of the process: 


1. The issuance of policy and fiscal guidance by the 
Secretary of defense; 


2. doe Cea of program and budget requests by the 
military departments and the operational commands; 


3. The review of those requests by OSD. 
1. What PPBS Is 

The Planning, Programming and Budgeting System 
(PPBS) has been discussed throughout this paper. What PPBS 
really is, however, may not be clear. With this section gon 
the chapter concentrating specifically ones. Lt ae 
important for the reader to know exactly what PPBS 1s, and 
how it is currently working, in order to understand the 
reasons for proposed reform. That is the purpose of this 
Section. The discussion will start with an overview of 


PPBS, emphasizing the role of the Joint Chiefs. 
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The Planning, Programming and Budgeting system, as 


stated by Vincent Puritano and Lawrence Korb, 


"is the key management mechanism by_which the secretary 
can exercise his SE EU O ty) ceo over, and make 
trade-offs among, the capabilities of the three military 
departments and the 10 defense agencies that constitute 
fs Vast deuiawm. Thus, it is@mot at all surprising that 
Secretaries of defense have. paid a great deal of 
attention to the format as well as the substance of the 
defense budget process. The format_determines not_only 
who will make the decisions but also how they will be 
made, and therefore to a large degree, what decisions 
will’ be made. [Ref. 108: p. 570] 


ii short , PPBS "is the long-term process whereby mission 
needs are identified, matched with resource requirements, 
reviewed, and finally translated into budget proposals." 
Pref. 1092p. 571] 

Through this system, the following decisions are 


made: 


fee tie Size of U.S. forces; 

meee ine "Tate  Obemmodermilzation ~or forces and defense 
assets; 

3. The level of readiness of U.S. operational forces; 


Bhem@uality of maglstary life. wiRef. 110: p.44] 

This system has the major impact, along with the 
equipment acquisition decision system (DSARC) in determining 
imo. military posture. The failure of this system would 
have far reaching effects on our military capability. 
Wmet. lll: pe 44] 

The Planning phase concentrates on determining the 
G@areat to U.S. forces based on intelligence estimates. 
These estimates form the basis for what will be required in 
order to prepare the armed forces to counter’ the threat. 
The Joint Chiefs combine the requirements from the unified 
and specified commanders to meet the threat, and develop the 
“minimum risk force" which is unprioritized. iret. 122 sp. 
7] This minimum risk force is developed without fiscal 


constraint. It becomes the basis for the "planning force". 


7) 


The Joint Strateoae Planning Document (JSPDe 


prioritizes the missions of the minimum risk force “whem 


then becomes the planning force. The JSPD utilizes the 
planning force by sequencing it to carry out the military 
Strategy at an increased level of risk, but Witla 
reasonable assurance of success. The JSPD is then utilized 


to influence the development of the Defense Guidance. 
[Reft. 1133 cee7 4 

The Programming phase focusses on the Services. The 
Services utilize the Defense Guidance to translate policy 
Statements by SECDEF into actual programs that require 
funding. These funding requirements are forwarded to OSD 
through the Program Objective Memorandum or POM. The POM is 
a document which specifies the fiscal requirements for the 
funding of required programs over a five year period, hence 
the Five Year Defense Plan (FYDP). 


The POM addresses Service requirements in the areas 


of forces, manpower, equipment and logistic Support to meet 
the policy requirements eStablished in the DG.. The Joint 
Chiefs receive a copy of the various POMs, and comment on 


their ability to meet the national military @2e.7an le 
through the Joint Program Assessment Memorandum (JPAM). 
[Ret ap el 

The last phase, the Budgeting phase, commences with 
the DOD components submitting detailed budget estimates to 
OSD: In this phase, the Services are submitting these 
estimates based on the approved programs, as well as budget 
guidance provided earlier, and any revised guidance issued 
during the year. The complete budget is reviewed for 
accuracy in pricing, production schedules and consistency 
with OSD's readiness objectives. The budget is reviewed 
jointly by OSD and the Office of Management and Budget 
(OMB). The final draft of the budget is then presented to 
the President for approval. [Ref. 115: p. 5] 
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2. Merging Programming and Budgeting 
The preceding section identified what PPBS is, and 


essentially how it works. The CSIS study established the 
following reasons for changing this system by merging the 
two phases of programming and budgeting: 


1. The two phases have evolved into competing rather than 
complementary processes; 


2. The. budgeting phase has evolved into. a separate 
decision-making process as opposed to its’ intended 
Buea se of Oe limited to strictly costing out the 

irst year of the approved program; 


3. The budgeting phase now reconsiders issues decided in 
the programming phase; 


4. The lack of a sufficient crosswalk_creates Be fee Ly 
for decision-makers to evaluate implications of budge 


euies: 

5. Programs are developed on the basis of outputs rather 
eJolshel — alsnhexbhetsye Buorets are developed in terms. of 
resource inputs. he FYDP, intended as a_ bridge 


between the two 21s not a strong enough or responsive 
enough crosswalk 


These problems are exacerbated by the problem of assumed 
fiscal guidance, and what the President is willing to 
submit, and what the Congress approves. The wide 
differences between these groups makes it impossible _ to 
adequately program in advance. 

These arguments are Significant, and bear further 
comment. The allegation has been made that the DG is a 
primary source of the DOD's inability to adequately plan 
fiscal requirements. [Reif IG: op. “| The DG is the 
document SECDEF utilizes to direct the Services on _ the 
Structure of the FYDP. The DG, however misleads’ the 
military leaders by over-optimism in the projected size of 
the defense budget. Without fiscal realism, programming 
becomes an exercise in futility. The DG is put together in 


committee format, making it susceptible to the same types of 


*2A crosswalk is _a means by which dollars in one phase 
in. the budget can be translated "across" to equivalent 
dollars in another phase of the budget cycle. 
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criticisms as were found with the oie. All 
programs will be justified due to fear of retaliation if 
opposition to another's program is expressed. [Ref. 117: p. 
48 | 

The lack of fiscal reality within the DG (the 
beginning of the programming process) makes the programming 
function essentially useless. Quoting Mark F. Cancian, in 


his article PPBS: Rude Awakening, 


"One Neem oes aunne i expressed the opinion that the only 
e 2 


Part ou. heeded was the fiscal guidance-the one 
page which allocated funding for the five-year period. 
he rest OL the a being unexecutable and 

uncoordinated, he ignored. [Ret cs oo. 


In the eyes of the user, the remaining rhetoric of the DG 
Serves little purpose if the Services are restricted to, and 
charged with targeting those levelS specified on the fiscal 
guidance page. 

Other technical problems encountered a1g9) the 
programming phase include: 

1. The levels _of future funds promised to DOD_ are 
unrealistically Se all Presidents want to fully 
fund the defense of the Country, but _each year there 
is a_ funding crisis which significantly cuts into the 

m1 


level expected by Oz itary leaders in eile 
programming stage; 


2. Costs are never the same as they. are forecasted: 
predicting the costs of programs which are currently 
not in existence is almost futile in the face of a 


multitude of variables which could potentially effect 
that program through out its development; 


3. Inflation figures are often projected as. initially 
high, but tapering-off over time: the anti-intlatvem 
programs which each administration. implements are 
pobor Ouse over-optimistic by assuming reductions in 
inflation based on the success _ of their anti-inflation 
ard san _ This creates a built-in cost increase when 

he aitetoint | abaoms prcezor proves to be less 
successful than predicted; 


4. AS a program approaches its year of execution, 
continuous adjustments are made: as funding becomes 
less and less available the closer a project reaches 
its start or execution date, the program experiences 
ee and greater reductions. in approved funding. 

ccurate programming becomes impossible. | Those _in 
positions of leadership continue to optimistically 
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Pec ce Lhemmavatlability of fundSgein the future, 


delaying, or Oa ae hard decisions _such as 
canes athe of now unaffordable programs. [Ref. 119: 
PP: 7 


A further example of the the instability of the 
program cycle is highlighted in the FY82 budget programming 
phase. There were 160 priority changes in the budget phase 


of FY82 for decisions already made in the programming cycle. 


"In the Navy shipbuilding ete ram, which by its nature 
Should be long-term and stable, major initiatives were 
alternatively inserted and later See Ped out as_ the 
cycle progressed. Over the many months required to 
reach a decision, all of the reviews and analyses by the 
VIGtQicceehmiteal and “contract “ortices were redone 
repeatedly. [Ref. 120: p. 


As mentioned previously, the Joint Chiefs review the 


Peiiseesuomatted by the Services to assess™the risk in 


implementing these programs. Due to the timing of this 
review, along with the exclusion of the Joint Chiefs in the 
programming cycle, the views of the Joint Chiefs are seldom 


incorporated in the issue papers submitted for review by 
Moe |Ref. 121: p. 572) 

The budgeting phase suffers from many of the Same 
problems as the programming phase. The "tail-end 
perturbations" experienced just prior to presentation of the 
President's budget to Congress cause significant frustration 
to the process. They are created from changes in the 
President's decisions on funding levels or revised inflation 
morecasts, or both. With new decisions (equivalent to new 
policy) DOD is faced with incorporating these changes into 
the proposed budget. This cannot be accomplished without 
disrupting the programs which have been developed over a 


period of many months. The result is 


**The OSD central staff prepares these issue papers for 
analysis of the POMs to determine their conformity to the 
guidance established in the DG. 
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"a crash series of meetings culminating in conflicting 
guidance and unbalanced resource allocation for | some 


program areas ...a persistent ‘ripple effect’ on 
program justification o Congress, reorientation wou 

olicy and implementation of budget deciSions. 
Rane Ane o S72] 


The problems of the budget phase are not just 
Similar to the problems of the programming phase. Likewise, 
the problems of the programming phase are not just similar 
to the problems of the budgeting phase. Infact, they impact 
Significantly upon each other. The two sets of problems are 
literally tied together, creating a Catch-22. Because of 
the masSive requirements of the defense organization, it 
would be virtually impossible to reduce the size of the 
defense budget without major changes and orientations in 
current National’ Mpolicy: This in effect means that the 
defense budget will either remain at its current level 
increase by virtue of inflation over time. 

As long as national military objectives remain the 
same, the need for a masSSive defense budget will exist. As 
long as the wide spectrum of national military objectives 
remains the same, the military establishment will program 
for it. As those programs are submitted, the President will 
continue to face the problem of deficit reduction in all 
areas of the budget including defense. 

This dilemma will inevitably result in the cutting 
of programs prior to submission of the President's budget, 
cauSing a revamping of the program decisions already made. 
As long as the two phases are dealt with Separately, they 
are destined to experience the same problems they have been 


experiencing for a very long time. 


C. PROPOSAL 2: EVALUATION OF CURRENT AND FUTURE PROGRAMS 
The CSIS study states itS proposal for enhancing the 


evaluation aspects of DOD budgeting as follows: 
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"The Department of Defense should implement an explicit 
evaluation process that systematically reviews progress 
made 1159: implementing rograms and cycles eel t 
information into subsequent planning, programming , and 
Buses tae hases. In effect, this evaluation system 
would constitute a fourth phase of PPBS, completing the 
allocation cycle by linking objectives to performance 
standards." 


Specifically, the CSIS study recommends three measures: 


ieee Conducting 2 SEN NEE budgeting, and execution 
processes within a unified accounting structure; 

a. Sew R Suga Ee the current obligation-based accounting 
system with reporting on an accrual basis; 


3. Improving management _information systems to enable 
decision makers to evaluate progress toward identified 
objectives. 


 soecrudat Accounting as a Unified Accounting Structure 

The CSIS study developes their justification for a 

unified accounting structure and the addition of accrual 
accounting, along parallel lines. They will be discussed as 
one issue here. The CSIs Study starts its reasoning for 


these changes as follows: 


"The value of merging programming eee ene would be 
enhanced bY parallel improvements in he accountin 
system. The new system should record the use o 

resources in the same manner as. they are _ planned, 
programmed, and budgeted. In this way, .the reported 
status of current programs | would provide valuable 
Boocorndnee ana) Cost information for decisions in the 
planning cycle for future years. 


They continue their argument by stating that DOD 


currently has literally reams of reports, data, and 
financial information which is often inconsistent, 
incomplete, and untimely. They feel the accounting base 


itself is inadequate to support effective evaluation of this 


data. They continue by saying: 


"The Department of Defense should also update_ and 
improve its accounting system _ to rovide complete, 


accurate, and timely cost information to decision 
makers. The accounting system should record the use of 
resources on an accrual, as well as_~= an obligational, 
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basis. Accounting on an  aceraal Mibasus recording 
resources as they _are expended) is a ke actor im 
SE aoe the evaluation system, in tha it would 
provide the basis for Jue rte the, impact of spending on 
a program in terms of its oufputs. 


It should be noted at this point, that the Blue 


Ribbon Defense Panel reviewed this area during their study 


in eo702 Their findings are not Supportive of the proposal 
to shift to an aecerual methoc, Infact, they recommend 
against instituting accrual accounting within DOD. The 


reasons for this recommendation are essentially three-fold: 

1. The traditional Becta Heh methods within DOD reflect 
cash flow and commitments, and have sufficed for 
management needs; 

2. Accrual accounting is more Bote and provides, with 

few exceptions, little benefi in a non-busimease 
organization, 

3. Only. commands’ such as-7~ the pers | Airlift Command, 
which operates on a working capital fund, allocating 


costs for establishing rates or tariffs for services 
should use an accrual method. [Ref. 123: p. 129] 


Their specific finding reads as follows: 


VAGGTUAL eccounta n =] Sas in the Department of Defense 
Should be confine o those Service _ activities whic 

operate under stock funds or industrial funds, and which 
are required to establish Seryice charges whieh reeuecn 
total costs- [Ref. 124275. 20m 


The CStS 9 study, © and others. point out why those 
reasons mentioned above, may not be sufficient for rejecting 
the proposal of accrual accounting. To start our evaluation 
in this area, it iS appropriate to first discuss what are 
“Aee rial: and "obligational" methods of accountines 
Obligational accounting, the system currently in effect 
within DOD, bases the recording of an economic event at the 
time that resources are “obligated (fo 7qeueumiee Stated 
differently, this system records an expenditure when an 
obligation takes place, rather than when an item iS 
consumed. [Ref. 125: p. 236] The major drawback of stim 
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System, is that DOD does Not and cannot monitor the rate at 
which resources are used up. 


The accrual method of accounting, records costs when 


items are ''consumed"”. As an example, inventories are posted 
when received, but not recorded as a cost until they are 
used (issued). Under the obligation method, the cost would 


be incurred when the inventory was purchased for later 
receipt and storage in the warehouse. There iS no accurate 
method to measure how much of an item has’ been used in 


operations until the warehouse bin reaches its’ reorder 


point. The only known quantity is is how much was reordered 
to stock the shelves, not the rate of consumption of an 
item. 


The accrual method makes possible the evaluation of 
financial operations by knowing how much is’ being consumed 
as it is issued. The obligation method can only tell what 
was consumed at the end of the period (quarterly, 
semiannually, annually). 

An additional advantage to the accrual method, 18S 
financial reports are comparable. This forms the basis for 
analysis and evaluation of DOD costs over a period of time, 
the very element absent from DOD's current obligational 
method. [Ref. 126: p. 367] 

In comparing current DOD accounting practices with 
that of private industry, the difference between the two 
systems (obligational versus accrual) becomes even more 
apparent. Quoting Morris A. Copeland from his book Trends 


in Government Financing, 


"The established accrual accounting practices of private 
business draw a sharp line between epee expenditure 
and the means of financing them, on the one hand, = and 
charges and credits to the income account, on the other. 
These practices make for a clean-cut separation of the 
capital from the annual budget. Through the balance 
sheet business financial reports tie Capital 
requirements in the Bis eee sense and eapital 
requirements in the financial = sense together. 
Government accounting practices are quite different; the 
development of accrua conventions has not gone very 
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£ ate Only a few eneral overnment units 


(nonenterpriSe, and Nnon-Crilstemi es have anything 
called a capital budget, and none of these maintains a 
set of accrual accounts that provideta ifull=ivedeea 
balance sheet. The accounting tie between thes yom 


of capital requirements is, for the most part, missing.” 


He continues by saying, 


tf 


. . . . conceivably a wider application of business 
like techniques in government fiscal procedures ma 
bring about a closers relation between government 
hysical and financial capital requirements .. 
[Rees ieee 


The bottom line of the CSIS proposal, and the 
Previous “discussion, is there is presently no way to 
evaluate current DOD operations. There is first, no wayeuee 
compare one year (month, week, day) to the last. Second, 


there is no link between the accounting for resources used, 
and resources being planned for. Even at year end, there is 
no way to establish what the usage for a particular item 
was, except through separate count. The costs of operations 
are distorted by the unknown of how much was” used. Lt) aas 
known how much was obligated, but obligations dowingr 
indicate actual consumption. An agency could easily order 
excesSSive amounts of materials, but hold them in inventory. 
The obligation records these items as costs of operations, 
when they were infact never utilized. An accrual method of 
accounting would provide the means for accurate ease 
assessment and evaluation of operations at any time during a 
given year. 

As an example, a fund holder pays a contractor for a 
service. Particularly in the long-term case, there is no 


way to evaluate if DOD is getting its money's worth from 


that. contractor, There 1S no way to monitor the use of 
resources as they occur. In obligational accounting, the 
money goes out, but it is unclear what DOD 1s getting in 
retucnme until the end of “the project. Under accrual 
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accounting, the output can be partially measured, oz at 
least monitored as the inputs) are utilized. Under accrual 
accounting, the question can be asked: "Are we going where 
Teawant topo.” Tretrot. Topmomacdyust. and make at work 
mEeeht. This information should be an integral part of the 
PPB system. fietiemes aremecoimcertont, don t tinker with 
them. If they are not, this can be detected, and the 
situation can be corrected before too many reSourceS are 
committed to a project which will not result in a desired 
Surpuc. 
2. Improving Management Information Systems 
The proposal for improved Management Information 


Systems (MIS) is stated as follows: 


", . . . The Department of Defense should adopt more 
comprehensive management information systems in order to 
assess performance in crucial areas such as equipment 
maintenance and combat readiness." 


The CSIS study does not detail the requirements for 
such a proposal. Their opinion is that each system would 
have to be tailored to the individual function which 
Memlized it. The inclusion of this recommendation is 
intended to address the issue as one which needs attention. 
The CSIS group views this area as too extensive for 
evaluation in the study. However, they recognize the need 
for improvements and considered its mention as worthwhile. 

The installation oe new and upgraded MIs 
capabilities through out DOD has increased significantly 
over the past several years. The opportunity for greatly 
expanded use, however, is significant. 

The Navy currently utilizes one of the most advanced 
computer systems in the world in its meteorological tracking 


and forecasting center in Monterey, California.** Not all 


*"This system is one of four in existence, and is the 
most expensive and technologically advanced computer systems 
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MIS installations are expensive, nor do they need to be 


extremely sophisticated. The utilization of such a Wore, 
resource as computer technology should be expanded far 
beyond its present level. The drafters of the CSIS study 


feel that it is an area which is currently under-developed 
within DOD, and one which can be of Significant vVvalw@euim 
enhancing the breadth of proposals for improving the DOD 


organization. 


D. PROPOSAL 3: DEVELOPMENT OF A CAPITAL INVESTMENT Pie 
The recommendation for a capital investment plan is as 


follows: 


"The Department of Defense should develop an overall 
long-range capital investment plan to provide a soun 
basis for ~force o ey Soe and acquisition. In this 
context, the department will require more accurate@eaee 
projections for major weapon systems. 


In the past, it has generally been accepted that a 
capital investment plan is worthwhile when the objective is 
to- sftaerbiveace long-term planning. Thatesse if. am 
organization undertakes projects which will last for more 
than a year, or even multiple years (3 or more), then an 
investment plan to program capital resources into those 
projects is beneficial. Greater effectiveness in the 
allocation of resources can be achieved through planning out 
fiscal requirements. Organizations which do not engage in 
multiple year projects have a much lower need for a capital 
investment plan. 


Until the establishment of PPBS within DOD, budgeting in 


the Services was essentially on an annual basis. Contracts 
were established, and projects were undertaken which fell 
into the multiple year categories, however, there was no 
multiple year fiscal planning on the part of DOD. With the 


in the world. 
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advent of PPBS, the Services were forced to establish plans 
which delineated requirements for five years into’ the 
future . Resource requirements were identified and included 


in the President's Budget annually. 


Although the formal establishment of resource 
requirements, tied to current or planned projects, was a 
step in the right direction, there was no formal capital 


investment plan to guide the conduct and funding of those 
projects. It is this investment plan that the CSIS study 
‘identifies as a significant drawback to the current DOD 
operation. 

This plan would not be a duplication of the Five Year 
Defense Plan. The CSIS study states its reasoning as 


rollows: 


"Because major system_development takes eight to twelve 
years, this plan should be based ona 15-year assessment 
of the nature and scope of the military threat. To be 
useful, it should be constrained by a realistic estimate 
of the resources likely to be available fOr 
defense . . . Once the plan had been prepared, the 
primary task would be to eae an annual update that 
would take into account shifts in the assessment. of 
threats posed to the nation, new technological 
opportunities, and altered judgments of fiscal 
constraints on future defense budgets .. .. The 
long-range investment plan would not be an extension of 
the FYDP. It would be less detailed and would be used 
by defense decision makers as a planning guide, not a 
definitive decision document." 


The CSIS group projects the usefulness of such a plan in 


two ways: 

1. It would provide a road map to each major mission area 
that linked national strategic objectives with major 
acquisition programs 5 

Ze tt §«€6would Te MEE Toe demand on the overall 

y 


resources DO Sake o have available over the 
next 15 years. 


Implicit in the implementation of this plan would be the 


requirement for accurate cost estimates. This area 1s not 


one which is as easily dealt with as the benefits for the 
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capital investment plan itself. Cost estimates, as stated 
in the CSIS study, are often distorted for several reasons. 
To be able to obtain more accurate cost estimates for this 
plan because it will look so far into the future may be 
doubly difficult. However, the posession of an estimate, be 
LE waAcetracer or even somewhat distorted, is better than 


having no idea of what future requirements will be. 


E. PROPOSAL 4: INTERNAL CONTRACTS TO GUIDE DOD 

The CSIS study proposes an adjunct to the capital 
investment plan. In addition to the long-range investment 
plan, they recommend two supporting measures to increase the 
Stability of “erocrans. 


1. Congress should review the defense budget request on a 
biennial basis; 


ba Pee Services should be required to establish 
Cc 


interna Onttacts that, sea vcoct, performance, an 
schedule baselines §| fore their weapon programs, 
including reserves. that are commensurate wit the 


uncertainties entailed. 


The first proposal, reviewing the budget biennially, has 
already been evaluated, and will be discussed in the 
conclusion section of this chapter. 

One of the major criticisms of the present planning 
process which we have already seen concerns the tendency of 
OSD and Congress to reevaluate, and reconsider decisions 
which had previously been made. The intent behind the 
second proposal to establish internal contracts, 1S aimed at 
limiting this tendency throughout DOD, specifically withes 
the services. 

The major problems with the current system are stated in 
the CSIS report as follows: 


"The acquisition PROC esS yet ae from what one 
observer has called res ubiquitous turbulence 

shifting funding levels, lengthening production 
schedules frequent personnel transfers, and rapidly 
changing design specifications. Continual revisions in 
a program divert management attention from the task at 
hand, encourage inefficiency, discourage capital 
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investment by contractors, , and undermine employee 
motivation and morale ae 


The CSIS proposal attempts to negate these tendencies of 
over-reevaluation, and create stability within acquisition 
programs. 

This proposal utilizes a successful program invented by 
the Air Force for itS major weaponS acquisition programs. 


This program essentially works as a baselining technique. 


As stated in the CSIS report, each Service would establish 
an “internal contract" for each weapon system program. 
These contracts would specify the desired performance 


parameters as well as annual funding levels, quantities, and 
requisite production schedules. Once these contracts were 
established, they could not be altered without direct 
Teeeoeieby the wervice secretary as a result of an explicit 
review. 

The legality of the contract iS mot an area of concern. 
The concern is diScouragement of both the Service itself, 
and OSD (specifically the research and engineering office) 
from creating perturbations within the program by initiating 
frequent design changes. 

This is not to suggest that the program could not 
potentially include design changes if warranted. Changes 
could, infact, be made. They would require a Significant 
enough return, however, to require the attention of the 
Service Secretary. Less Significant changes would be 
combined and included in the program only as the system 
required development of a newer version. . 

The internal contracts would be extremely legal, at 
least Within the Tae) aati ia establishment. Sst as 
Reimbursement for Services contracts presently bind uSer and 
host facilities in the payment by the user to the host for 
Services rendered and consumed, these contracts would be 


unalterable except by the Service Secretary. The requisite 
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need for changing a contract would have to be greatly 
increased before action would ever be taken. The Service 


Secretary would presumably be willing to entertain only 


those items of considerable importance, and impact to the 
program. The problem of nickel and diming a program into 
Significant additional funding levels and extended 


production schedules may be greatly reduced. 
Ee aera of CREATION OF MARKET INCENTIVES TO REDUCE 


The last set of proposals in the CSIS study concern 
various aspects of reducing costs through the creation of 
market incentives, and is stated as follows: The Department 
of Defense should seek to create market incentives to reduce 
costs in the defense acquisition process. Specifically: 


1. Promoting competition among defense cont ractomes 
throughout the life of a weapon program; 


2. Allowing Contractors to increase profit margins when 
COSstS shall. 


3. Encouraging the services to reinvest cost savings 
toward increased quantities or improved performance of 
the same weapon system; 


4. Enhancing career opportunities and training Or 
acquisition managers; 


5. Establishing unit cost aS a primary criterion ingen 
initial design of weapons; 


1. Lifetime Contractor Competition for Weapons Programs 

The present practice within DOD for contracting 

weapons systems 1S to take bids from several different 
contractors, and award the contract to the lowest pbirddeus 


At this point, there is, in general, no further pursuit yoeee 


more cost-effective producer of the-product. Essentially, 
when a contract is let, it stays with the contractor umes 
the contract 1s completed. In many instances, even after 
the initial contract, follow-on requirements, such as 
increased quantities of amissile, or a tank, or a shape 
ete., remain with the ,original cont1aeuoac- 
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A new approach for DOD is the establishment of a 
program where a contract would not remain with the original 
contractor if another contractor could offer a bid below the 
Peeser«e CONETACE. 

As stated by the CSIS study, 


"In the commercial world, the Pie Tc of some form 
of alternative-either between two egos iers for the same 
roduct or between two products he Same mission-is 
he norm... . competition tee ae the development 
and production phases of a weapon eee would provide 
pace otives for lower costs and greater performance. te 


oS also reduce i e opportunities Pore Contractors to 
uy “Ley tec) e-source Contwmact with an 
Pe elaaist teavis owe pirat 
The main point here, is that competition throughout 


a program's life will maintain pressure on the original 
contractor to meet its original cost estimates. With the 
potential for second and third parties to takeover a 
contract through a lower bid, the potential for increasing 
costs on the part of the contractor will be significantly 
reduced. 


2. Increased Profits From Cost Savings 


Current practice within DOD 1S to recoup any Savings 
a contractor experiences back to DOD. Few incentives have 
been available to contractors in the past for cost savings. 
In private industry, the individual firm raises and lowers 
its profit margin, sometimes daily, by the increase or 
decrease it experiences in ress -cOSt of Spreditetion , 
marketing, sales, etc. These are factors of competition and 
production which are not working in the defense contracting 
industry. When a firm achieves a reduction in manufacturing 
costs, either through more efficient processes, or greater 
skill in purchasing raw materials, or better marketing at 
lower costs, the firm rewards itself for these efficiencies 
through increased profits. Assuming selling price and 
volume stay the same, profits must go up if costs are 


reduced. 


oe 


The incentive to work better and smarter is being 


withdrawn from defense contractors. In this industry j jones 
a contract is made, Sales volume is esSentially fixed 
(assuming no adjustments to the contract). Price jis 
Supposedly fixed. The profit a contractor receives is 


established by the previous year's contract plus some profit 
margin. If costs increased in the previous year, the same 
profit is still realized on the next contract. No incentive 
is given for improved efficiency. 

Private industry 1S motivated through the lure of 
increased profits. There are Several ways to achieve 
greater profits. The two most elementary ways to increase 
the selling price (if the market will bear it) or cut costs. 
The coupling of the previous proposal for continuous 
competition (which motivates industry to keep prices down) 
and allowing the increase of profits from cost Savings, a 
downward pressure on the cost to DOD for weapon procurement 
will be created. Industry will not be able to rely ona 
given level of profit. However, profits could be increased 
through more efficient production. 

The CSIS study recognizes that the incentive jira 
achieve cost Savings must be Supported by the inverse - 


prevention of cost overruns. The study states, 


"The Department of Defense should adjust the future 
profit margins of defense contractors to reward cost 
underruns and punish cost overruns. We propose that the 
negotiated profit margin be adjusted | up or down based 
Been the contractor s prior-year performance in meetin 
the planned unit costs for its product. If costs excee 
those specified in the contract, the profit margin on 
the nex contract would be reduced. Conversely, i 
costs fall below those in the planned budget, the pron 
margin would be increased. Inyyoles ees bot the 
AY SIN and the supplier would benefit from lower 
Costs. 


3. Reinvestment of Cost Savings 


AS was stated earlier, the current practice for 


dealing with cost savings is for the Service involved to 
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return the money saved to DOD in the form of cost savings to 
the government. Another alternative, which could compliment 
the proposal for allowing increased profits, is to utilize 
cost Savings in the procurement of larger numbers’ of the 
Same item, or in improvements in the item. 

The current system essentially encourages’ the 
Services to keep costs at the negotiated ‘price. Although 
there are undesirable effects of cost overruns, there are 
presently undesirable effects from cost underruns. When the 
Services experience a cost saving, the approach taken by 
Congress is to ask the question, "What is wrong with your 
budgeting process? Why can't DOD accurately predict how 
much a program will cost?" This obviously creates another 
"Catch-22" situation with which the Services must deal. sll a 
DODecomes im under budget, it 1S criticized. If it comes in 
over budget, it 1S criticized. 

The Congress generally responds by decreasing the 
budget in the next fiscal year by the amount Saved. As 
Stated in the CSIS report, 


"The military services have little incentive to reduce 


Wiel "cOsts . Because the number of systems. to. be 
procured is Bsus fixed, any Savings from reductions 
in unit costs usually end’ up as budget cuts in the next 


fiscal year. 


The attitudes are not focused on the aspect of rewarding DOD 
for coming in under budget, but chastizing them for being 
fiscally irresponsible in planning, and punishment by 
erroneously lowering funding levels in the coming year. 

The major focus for reform should also include a 
reorientation of thinking on the part of Congress (and DOD 
personnel) to view cost savings as positive rather’ than 
negative. Congress must realize that DOD has a requirement 
for the protection of public funds just as does Congress. A 


lack of cooperative effort and a feeling of distrust on the 
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part of Congress exacerbates rather than improves’ the 





SiLUaeZone 
4. Enhanced Career Opportunities for Acquisition 
Managers — 
One of the areas which professional military 


officers tend to vigorously shy away from is the area of 
military procurement. This 1s not surprising in view of the 
fact that unless an individual is in a "supply" career path, 
he generally does not know the details of the procurement 
business, and it is not a "career-enhancing" job for him. 
As stated by the CSIS study, 


tf 


2 tae ee ee personnel system does not provide 
adequate incentives for officers to seek assignments in 


acquisition management. Most military “officers 
recognize that there are limited opportunities (fen 
enhancing their careers in the acquisition worl 


Accordingly, many seek to avoid such duty and those who 
do serve in acquisition management positions seldom seek 
further assignments. The result is that the overall 
experience levels and training of uniformed personnel in 


e e * * tf 


acquisition 1S inadequate. 


One of the recent developments in this area is in 
the Navy's "Material Professional" program. This is a new 
program created by Secretary of the Navy Lehman with the 
purpose of bolstering this area of concern. The intent of 
the program is to select "front-running’ individuals for 
indoctrination into this program, creating a cadre of future 
leaders who have "hands-on" experience in the acquisition 
wor ld These individuals will form the basis for an 
eventual one third of the Navy's officer corps which will be 
material professionals. The area of military procurement is 
so broad, that Secretary Lehman foresees the need for an 
extremely large percentage of the Navy's officer corps to be 
involved in the acquisition buSiness. 

This program will not only create a more sensitive 
population Waser the Navy to the problems and 


responsibilities of procurement, but it will provide a 
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professional group of "home-grown" specialists to deal with 
these issues. This program reflects the Navy's recognition 
of the importance of this area presently, but more 
Significantly, the vast growth in this area in the future. 
5. Unit Cost as a Primary Criterion for Weapons Design 

Recent statements throughout the media (newspapers, 
magazines, television programs) assert that there is little 
concern for the cost of programs within DOD. Many feel that 
this is not just an allegation, but a reality. AS stated in 
the CSIS study, 


tf 


PeCOcmeSserarely asomimary. criterion in,..the 
design of weapons: ALE is derived instead from 
performance criteria. The normal Department of Defense 
procedure is to optimize weapon designs for maximum 
per femgamance eayith elimmtedeattention to unit cost, The 
department. then seeks eS £1 bids on those 
specifications awarding the contract to the lowest 
responsible bidder. This practice discourages SU OLS 
advanced technology to lower costs. It also. makes i 
difficult to determine systematically the marginal costs 
ona Specific improvements ih performance, thus 
complicating assessments of the tradeoffs between fewer 
highly eee le weapons and a greater number of somewhat 
less capable weapons. 


iwWaces GCSES Study contends taking advantage of 
advancements in technology will in itself reduce costs in 
addition to maximizing performance. Unit cost is the key to 


this assertion. The report continues by saying, 


"Contractors, would be required to meet these cost 
limitations (limitations ie toes Dyn te cest criteria), 
just as they are expected to meet specified performance 
parameters. Indeed, the inclusion of cost aS a primary 
design parameter would promote explicit tradeoffs 
between PUD LOMeG Geeee ange and lower unit costs with 
larger numbers deployed. 


The times of not being concerned about costs of 
weapons systems have long been a thing of the past. Even 
with the recent upsurge of funding with the takeover by the 
Reagan administration, the cost of items procured has been 


Significantly scrutinized, if not by DOD, by Congress, and 
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the administration. The increased source of funding in this 
administration does not reflect an insensitivity to costs, 
but rather a.commitment to modernize a military force which 
was inferior to the Soviet Union in many areas. Thus , 
increased defense spending was a reflection of the necescamy 
to bring U.S. military strength up to speed. The costes 
getting the military establishment where it needed to be, 
abreast of Soviet expansion, has been evaluated in depth all 
along the way. 

The present relaxation of congressional support of 


increased defense spending makes clear the need to continue 


to evaluate all dollars spent. The employment of unit cost 
as aocriterion for system selection, given the desired 
characteristics of the system are met, is worthy, and 


reflects efficiency in defense fiscal resources. 


G. CONCLUSIONS 

This chapter has focussed on the following major areas, 
Some of which have been esStablished as problem areas in 
previous chapters: 


1. Accuracy of policy guidance, and the development of 
that guidance; 


Making the budget process more efficient; 


3. Establishing worthwhile evaluation processes; 
Utilizing present technology to enhance management 
functions ; 

5. Acknowledging future long-range requirements now; 
Preventing management practices which. roduce 
inflationary results through frequent modification of 
CONC racers: 

7. Reducing costs through free competition market 
INCEHREDVeS: 

In many ways, this chapter is an eclectic composition. 
It is not intended to be a catch-all. It does address 
Several areas of concern which fall under the force 
development and acquisition category. All of these 
proposals are of concern to the Joint Chiefs. They all 
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effect , in some way, the effectiveness of JCS in its 
political arena. Although it could be considered "reaching" 
to say these are military problems, therefore, the Joint 
Chiefs are effected by them, it is also a fairly accurate 
Statement. Its significance is probably greater than most 


would admit. 


The M@s 1s Seoencerned, first; and foremost, with the 
effectiveness of the military forces. Enecrr Out rrt rig , 
training, and efficient employment all reflect the results 


of the Joint Chiefs’ abilities to identify threats and 
influence the fiscal resourceS appropriated to the military 
establishment in order for the Services to adequately 
prepare for combat. The Joint Chiefs also realize that the 
reality of being effective in that role, 1s to be prepared 
for the political arena which will ultimately decide the 
level of funding the military receives. 

As in all organizations, perceptions are one of the 
major ingredients in how an organization iS viewed by other 
organizations. The perceptions oui Congress, the 
administration, and even OSD all impact the approach theSe 
organizations will take in dealing with the issues of 
funding the Services. Whether the media reports of cost 
overruns, financial inefficiency, material readiness, etc. 
ane true or not, they are received by Congress and the 
administration, and even in small ways, shape the 
perceptions of the military establishments in these 
organizations. The JCS organization must be prepared with 
the greatest ammunition possible to both establish and 
retain credibility in its political environment. 

Again, to state the situation in elementary terms, the 
best defense is a good offense. The offense may presently 
be unsupportive of winning the game. Some may even question 
which offense is the most important to concentrate on. Et 


can be stated, with some amount of certainty, that the Joint 
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Chiefs need several offenses. One of these is the adequacy 
of the fiscal resource processes within DOD. If the 
Supporting processes are inadequate to effectively support 
the Joint Chiefs in their political environment, then the 
process should be changed. Perhaps, the cost overruns, and 
fiscal inefficiencies are in fact a @resudi: of poor 
Supporting systems. The Joint Chiefs cannot effectively 
fight the political battle for more funds if the system they 
are working with, in the eyes of the organizations granting 
that funding, 1s wasteful, or incapable of utilizing those 
funds efficiently. 

The arguments presented here may not cure all of the 
ills of the defense acquisition and development process, but 
they may go a long way in creating the perception that the 


Services are performing responsibly with the funds they are 


given. By improving the system, particularly in terms of 
getting the most for the money employed, the Joint Chiefs 
will gain a Superior position in them politteaml 
environment. 
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VII. SPRAA: THE POTENTIAL FOR CHANGE 


A. OVERVIEW 

This chapter does not deal specifically with a proposal 
Haethe CSLES study. It will review the development of ‘a new 
organization within OJCS, not mentioned in the CSIS study or 
in the academic literature. It 1S appropriate to dedicate 
this chapter to this new organization because the 
organization, and its concept, potentially hold the key to 
resolving some of the influence problems associated with the 
wes organization. This chapter will diseuss the 
organization and intent of the Strategic Plans and Resource 
Analysis Agency (SPRAA), and evaluate its present and future 
role in supporting the Chairman, the Joint Chiefs and OJCS. 


B. WHY SPRAA? 

In May 1984, Congress directed JCS to develop within 
itself an agency which could perform an evaluative role on 
issues of interest. Specifically, the organizational 


charter states, 


"The Strategic Plans and _ Resource Analysis_ Agency 
(SPRAA) assists the Joint Chiefs of Staff in fulfilling 
their statutory responsibilities to review the major 
materiel and personnel requirements of the_Armed Forces 
mi deeordance with strategie and logistic plans.  SPRAA 
provides analyses and recommendations concerning’ the 
upact of DoD rogram and budget Paeeest 1s Upon ee 
os Oe capa Bay. of the Armed Forces. SPRAA is 
the OJCS focal point for resource implications in joint 
Beet ie issues _considered by the Joint Chiefs of 
teat ft. [Ref. 128] 


The primary reason behind SPRAA's development rests in 


the previous) lack of evaluative capability within the JCS 


sreanization. Peioreta sPRAA sesdevyvelopment, OJCS didemot 
have the capability, in office support, hardware, or 
manpower to provide an evaluation function. Various 
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Sections ale! ollie OFS performed limited independent 
evaluations of issues. In general, however, evaluations 
were left to the various Planning Analysis and Evaluation 
(PA & E) groups within the military service departments. 
The Joints Ghicus: and specifically the Chairman, did not 
have the benefit of an independent agency which could 
perform program or iSSue analyses. The SPRAA organization 
was created te f11] thus youd: 

Questions may still remain concerning the need for the 
Organization. Why do the Chairman and OJCS need an 
independent evaluation and analysis agency? Why duplicate 
the efforts currently performed by the Services? The answer 
is Simple. The JCS organization needs an unbiased 
evaluation of proposals. Programs desired by the Services 
will inevitably be presented by them in a positive light for 
approval. Programs no longer desired by a Service will be 
negatively presented. The Joint Chiefs need a _ second 
opinion developed by an independent body, not tied to the 
Service's interests. Without an organization such as SPRAA, 


that independent analysis is not available. 


C. HOW SPRAA IS MANNED AND ORGANIZED 

The SPRAA organization is headed by the Director, a two 
St ais Das Fete He is assisted by an Executive Officer 
(normally an 0-5), and the heads of the Various funceong! 
areas (normally O0-6's). SPRAA is presently manned with 
twenty-eight officers and fourteen civilians (a total of 
forty-two). There are four additional cCiviliam poate 
authorized, but currently unfilled. This manning level will 
probably remain constant for the immediate future. 

The SPRAA organization Supports the Director-OJCs. By 
line diagram, they do not work directly for the Chairman, 
however, their inputs go to him as well as the other Joint 
Chiefs. 


100 


The SPRAA organization is currently made up of three 


major divisions (Force Programs and Manpower Analysis, 


Program and Budget Analysis, and Weapons/Support Systems 
Analysis), and two support offices (Concepts and Doctrine, 
and Data Automation). Briefly, the missions of these 


separate functional areas are as follows: 

l. Force Programs and Manpower Analysis Division: 
responsible iefejee force structure and manpower 
requirement analyses and other warfighting assessment 
studies. Specifically, they will: 

a) Coordinate the preparation of force and 
manpower-related portions of the Joint Strategic 
Planning System (JSPS) documents; 

b) Direct analyses and studies of resource 
allocations, readiness, sustainability, 
modernization and force structure; 

c) Coordinate on specific issues of interest to the 
JCS within manpower and force structure areas. 

2. Program and Budget Analysis Division: responsible 
for program/budget assessments and reviews as well as 
congressional matters that impact resource 
allocations. Specifically, they will: 

a) Assist CJCS in DRB and Congress; 

b) Assess PPBS issues and Program/Budget Review; 

ejeeoorcdinate the Joint Sta&f input to the SECDEF 
Annual Report to Congress; 

d) Serve as the Joint Staff focal point of contact 
Wainer GrNG os. Military Services, and DOD for 
resource allocation matters within the PPBS. 

3. Weapons/Support Systems Analysis Dr VAsSa On : 
responsible for assessment of weapons and weapon 
Support. Specifically, they will: 

a) Prepare CJCS representative for Defense System 


Acquisition Review Council (DSARC ) milestone 
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meeting except C3 systems and SECDEF update 
briefing/performance reviews; 

b) Prepare DJS for his participation as a member on 
the Joint Requirements and Management Board 
(JRMB ) ; 

c) Provide OJCS interface with the Defense Scienee 
Board and coordinate Joint Staff review of the 
USDRE Posture Statement. 

4. Concepts and Doctrine: responsible for integrating 


planning guidance and joint and combined doctrine 


with programs and budgets, force Structures: and 
weapons and support systems. Specifically, they 
Wade: 

a) Maintain a reference for comparing Service 


programs with plans, doctrine, and force guidance; 
b) Maintain currency - on developments by the OJCS of 
joint and combined doctrine and strategic and 
logistic plans for the Armed Forces; 
c) Assist the Director, Joint Staff on special issues 
which require integration Within the OJCse 
(Ref. 129] 


D. WHAT SPRAA CURRENTLY DOES 
The SPRAA organization is essentially performing all of 
the tasks stated above, as well as others. The areas of 


interest involve not only evaluation of activities and 


programs of the Services on specific issues, but SPRAA is 
involved in, and has successfully contributed to the 
evaluation of the operation of {OSGSe AS previously 


discussed, the paper process for the routing of iSsue papers 
by action officers was substantially changed through MOP 132 
which was written by the SPRAA organization. 

As can be seen, the function and intent of SPRAA can be 


applied to internal review as well as other JCS interests. 
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If the value of the product turned-out by SPRAA could be 
measured by this one contribution alone, it can be fairly 
stated that SPRAA will provide a worthwhile input to those 
utilizing the organization as an evaluative resource. 

In the budget area, SPRAA is currently performing a 
major task (as stated above) in acting as a focal point for 
the CINC's in their input to the budget process. Until very 


Beecent lyyetme CINGC s had virtually noginput or voice in this 


area. There was no effective method by which the CINC's 
could input the budget process. With respect to CINC 
involvement in PPBS alone, SPRAA is currently providing the 


following Services: 


1. Represent CINC’s PPBS views to the Chairman, in his 
capacity as the spokesman of the commanders of the 
combat commands on operational requirements; 


Pompe tovide. Single point of contact ain OJCS for the 
programming and budgeting phases; 


3. Manage CINC's impact on the budget, the Defense 
Guidance and the POM preparation; 


4. Provide CINC's copies_of the military department and 
the defense agencies POM's and related ee eee 


books, .PDMs, PBDs, DOD portion of the President s 
Budget); 
5. Provide CINC's documents to assist in preparation for 


Congressional testimony; 
Provide assessment to JCS on CINC's problem areas; 


Monitor treatment of CINC issues during the DRB 
program review. 


Through the SPRAA organization, the CINC's may now 
meansmit directly to JCS a prioritized list reflecting their 
most pressing budget requirements. Item six in the list 
above acts as a relief valve for the CINC's. When a CINC 
feels he is not getting his message through to a particular 
Service in the budget area, he now has an alternate method 
by which he can get his concerns known. 

The SPRAA organization now receives a “top ten" problem 
list from each CINC. This list addresses the problem areas 


Where the CINC feels he must have more support than he is 
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current ly @mecelvaine.: SPRAA then evaluates and prioritizes 
these lists into a document the Chairman can utilize in the 
DRE. SPRAA performs the role of the CINC representative to 
the Chairman in this. area. SPRAA evaluates the problem 
areas and forwards that evaluation to the Chairman, thus 
providing one more method by which the CINC can input the 


budget process. 


E. SPRAA'S FUTURE ROLE 

There is probably no theoretical limit to which SPRAA 
will be restricted in its future role, As the organization 
grows and refines its capabilities, it will expand to the 
extent that its leaders, and those above it utilize its 
potential. Essentially, its future utilization is dependent 
upon the vision and desires of the Chairman and the Director 
of the Joint Staff. SPRAA's director will be in the best 
position to visualize the | organization's potential, and 
advise others as to its most effective and efficient 
employment. 

From itS own perspective, the SPRAA organization 
envisions itS misSions expanding in the following areas: 


1. Manage CINC's impact on the DG, the POM, and on budget 
preparation, 


Isolate DRB issues early for the Joint Chiefs; 
Prepare the Chairman for the DRB program review; 
Prepare the Chairman for Congressional testimony; 
Identify resource impacts on war fighting capability; 


Identify joint system candidates for management; 


SN OD GO & W fo 


Provide support for the Joint Resources Management 
Board (JRMB) 


8. Perform special actions as directed. 


SPRAA additionally envisions itself performing further 
evaluation and recommendation through the use Of Ga 
mathematical model (now under development) which will enable 


it to provide optimal alternatives and recommend decisions 
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on budget issues.?° This model will essentially consider the 
trade-offs involved in weapons systems for various budget 
eonstraant se There is currently no mechanism available 
which can provide this information. There is skepticism in 
mes application. Developing this model has been compared 
with attempting to model the world. The model will 
obviously require a great deal of evaluation to determine 
fee ability. to predict accurately and produce viable 
decisions. This model can potentially provide the Chairman 


with analysis information he does not currently possess. 


These future roles center around support of the 
Chairman. Although they deal with all functional areas of 
JCS operations, their central aim is that of supporting the 
Chairman by preparing him with accurate evaluative 


information he can utilize in working within his echelon of 
interaction. ; 

Another example of the type of support needed by the 
Chairman concerns the evaluation of the current readiness of 
the armed forces. The Chairman presently relies on the 
information contained abi! the Unit Readiness and 
Identification Report (UNITREP System) to indicate the 
capabilities of our defense forces. The Chairman has no 
other method of evaluation available to him. The major 
drawback of this system is its inability to communicate to 


' 


the reader the "capability" (increase/decrease or no change) 
resulting from resource allocation issues, even though this 
is what it is being utilized for. Congress has utilized the 
UNITREP system to demonstrate how the military is 
mis-spending its funds. 

During the Reagan administration's military build up, 
the capabilities of the armed forces have expanded 


Significantly. At the same time, however, readiness has not 


7°SPRAA is one of many organizations working on this 
type of model 
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Signillcant ly enanceda.-— 


The armed forces will only retain 
an average level of readiness on a day to day basis. 
Capability, however, will change as funds are utilized to 
purchase new systems. inf aee , capability has expanded 
considerably in recent years. 

Congress suffers from a distorted opinion that as money 
is pumped into the defense establishment, readiness will 
increase. This is not necessarily true. Maintaining high 
levels of readiness depends on no delays in parts delivery, 
no personnel sickness or death, and no delay in getting 
required training for all personnel. All of these are 
impossibilities which cannot be controlled regardless of the 
amount of money poured into defense. And yet, it is by this 
measurement that the military is being judged in evaluating 
its effectiveness and efficiency in resource allocation. 

Congress perceives DOD 4S ..0UE 2 son cont row The 
allegation is that DOD is wasting money if readiness is not 
going up, particularly in view of the large amount of money 
having been allocated to DOD in recent years. Lack@aaa 
increased readiness results in JCS and the Services being 
perceived as poor managers. Tf they can't do it right emem 
the money they have already been given, why should they be 
given more? 

It is this type of misunderstanding that the Chairman is 
in the best position to deal with. By the end of calender 
1985, SPRAA expects to be able to provide the Chairman with 
worthwhile information which equates resource allocation 
with changes in capability. SPRAA's evaluation of resource 


commitment as an input, and capability as an output, will 


**This is not completely true. Readiness has increased 
due to the massive expansion in repair arts availabivas 
alone. However, readiness levels fluctuate as Sy Stems fai 
through use, and are repaired and brought bac on line. 
Readiness goes up and down on a daily asis specifically 
because systems all through use, and must be repaired. 
rel dee only expands or reduces through the addition or 
deletion of whole systems, not components of those systems. 
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provide the Chairman an accurate picture of efficiency and 
effectiveness in this area. 

This one factor, by itself, can Significantly enhance 
JCS influence over the budget process. It can significantly 
increase the credibility of JCS within the political arena. 
The Joint Chiefs are in great need of increased trust and 
credibility on the part of Congress, SECDEF and all of the 
organizations which desire straight forward well-analyzed 
and fully considered military advice. The role of the SPRAA 
organization will be Weenielaigw an | this process; more 
emphatically, it will probably not be possible without them. 
SPRAA can make great strides for the Chairman and the 
military establishment by providing an evaluative process 
resulting in accurate information for the Chairman to 
utilize. SPRAA can play a key role in enhancing’ the 
military's, and hence, the Joint Chiefs’ credibility in the 


political arena. 


hee [HESBEG QUESTION 

All of what has been said thus’ far concerning SPRAA 
looks at its potential in assisting the Joint Chiefs, 
specifically the Chairman, in independent analysis. The big 
question 1s whether or not SPRAA will be given the continued 
independence it requires to perform this task. It should be 
clear that SPRAA has’ the potential for performing in the 
ways already mentioned. The major drawback perceived is the 
dependence on SPRAA for information. 

SPRAA is not independent. It must depend on_ the 
Services for information and data. SPRAA does not have a 
cadre of individuals who can go out and collect data 
independently for its uSe. It must, by design, depend on 
the Services to provide it with information. If the 
information provided by the Service is biased (the Service 
will almost always know what the information will be used 


fem) , then this in itself brings into question the 
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independence and therefore the usefulness of any conclusion 
SPRAA may reach. 

The major hope for this perceived system perturbation 
lies in the knowledge that the Action Officers within SPRAA 
deal with Action Officers in the Service staffs on a daa 
basis. The information source is established in each 
briefing. If the information is provided by the Navy, ite 


made clear at the beginning of the briefing that the Navy is 


responsible for Les accuracy. Hence any improper 
conclusions which may be drawn from it, if it is skewed or 
biased unfairly, is the responsibility of the Service 


providing the data. 

The problem of "“jointness" and its threat of retaliation 
(mentioned previously) in this instance works in favor of 
the system by preventing one AO from providing biased 
information to another. In the words of one AO, "If you 
stick me in the back, it will only happen once." This may 
appear petty, .and not in keeping with professional 
Standards. It is, however, reality, and an effective check 


on the system. 


Through a combination of the revised paper work 
procedure, and the adequacy of information provided by the 
services, it would appear that SPRAA has avery great 


potential for performing the roles established as _ an 


independent organization. The test of time is always 
worthwhile, but the mechanism appears to be solid and 
effective. 
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VIII. CONCLUSIONS 


This paper has dealt with a wide variety of issues 
focusing om JCS influence on the budget process. 
Specifically, it has discussed the major proposals of the 
CSIS study published in February 1985. It has sought to 
determine whether those proposals will enhance the influence 
of the Joint Chiefs on budget issues. 

One aspect of these issues 1S common. The recurring 
theme of problems caused by all involved in the process (the 
Chiefs themselves, their Services and Service staffs, and 
the Joint Staff), is not being able to think in joint terms 
and promoting protectionism. This appears to be at the heart 
of the Pre Peres. oto bien, The. pelatical aspect of 
protecting one's own turf gets in the way of a more global 
perspective. The global perspective is what Ss 
solicited/desired specifically by those people who use the 
HVeormatLton provided by JCS. 

The primary question at issue, is should there bea 
change in the current system. This begs the question of the 
need for change: or given the types of problems in the 
present system, would it be more productive to stick with 
the current system, or institute changes where possible. A 
review of the major problems identified within the JCS 
system, and the solutions proposed by the CSIS7~ study is 
shown in Table l. 

The essential elements of the first seven problem areas 
have been argued from both sides. From a purely academic 
perspective, and from a realistic and practical standpoint, 
these issues and recommendations for change presented by the 
CSIS study appear workable and worth implementing. Although 
there is debate on both sides, the logic involved as well as 


the weight of the arguments favor the CSIS study. 
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TABEE 
SUMMARY OF MAJOR JCS SYSTEM PROBLEMS AND SOLUTIONS 


Problem 
1. Inadequacies 


Ope f jele Ilalic y, 
guidance; 


2... Lack@ot Coniaaol 
over resource 
Lo) g operational 


by CINC 
allocatnenm 
forces; 


3. Lack of consistency in 
policy guidance and Service 
mission: 


4. Inconsistent direction 
in areas of sustainability 
and readiness; 


5. Micro-management of DOD 
by the G0sD \starr: 


6. Congressional committee 
overlap with the budget 
review process; 

7. Inefficienciess in the 
force development and 
acquisition areas. 


Soy Inability tot- Ji@s: Pasa. a 


body to provide _ worthwhile 
fh O.riniat Lom due to the 
dual-hat eone® later = 


9. Mediocre recommendation/ 
advice due to the committee 
SYSsten; 


akeas. 


SoliutLiem 
repare planning re- 
commendations realistically 
constrained fiscal and 


Re ee uidance issued by 
ECDEF. Gunecie er sil0))) 


Chaiman 


Provide for greater CINC in- 
volvement in budget matters. 
(Thesis p. 33) 


Align. Ope epuidance from 

OSD with the missions of the 

Services. (Thesis p. 

Create a third under secre- 

tary responsible for these 
(Thesis p. ) 


Size 


Reduce the ¢ 
(Thesis p. 


of the OSD 
VEEL IE 1 - 2a) 


Establish a biennial budget 
and reestablish authority o 
Congressional committees. 
(Thesis p. 


inp Lenn of several 
effectiveness and efficiency 
related Pr Oe aer 

(Thesis p. 70) 

Make the _ Chairman-JCS the 
Single military advisor. 
(Thesis spme2 oy 


Chairman provide SECDEF dis- 


senting ervice views on 
issues where strong dis- 
a he onan ex1Stce 

(Thesis p. 
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In seeking to correct these problems, this paper is not 
condemning the present system. Nor is it advocating that 
the system is out of control or unworkable. Pasay plus 
years of performance have proven the system does’ work. 
However, thirty plus years of observation of that system 
have additionally identified areas where the working system 
can be made more efficient and effective. 

The first seven problem areaS are tangible or reachable 
because they can be dealt with without stepping on too many 
toes. Reducing the size of a staff here, adding an under 
Secretary there, changing the format of a policy document 
are all changes well within the reach of those currently in 
positions of authority within those organizations. Tides: {is 
not to belittle these recommendations. They are 
well-founded, and worthy of implementation. Additionally, 
they will, without question, meet some opposition during 
implementation and Congressional approval (where required). 
However, they are attainable because they are "nibbling" at 
the edges rather than dramatic changes in the total system. 
It is possible to make these changes and make them without 
Significant debate involving the roots of the military 
See rUecrure . 

The remaining two problem areas are of a different 
nature. These last two problems strike at the heart of how 
the military structure is designed. In proposing a change 
in these areas, a plethora of logical, rational, irrational 
and emotional debate is unleashed. They are unleashed from 
all directions. To some, these questions are basic and need 
to be addressed, and their problems corrected through 
Significant structural change. To others, the questions are 
so absurd as to not warrant addressing. 

The question of making the Chairman the single advisor 
to his superiors as well as separating OJCS to work for the 


Chairman alone, must be viewed from the perspective of what 


dy ia 


is mandated by law for the organization, and what would be 
gained or lost by changing that law if it were decided to do 
SO. The JCS organization is directed to view issues from a 
joint perspective. At present, all of the Chiefs feel they 
have Significant input into what is being presented as 
advice to their JCS superiors. Under the current structure, 
each has avote, and each may voice his views, and most 
importantly, will voice his views through the currently 
established channels. The Chiefs are all presently forced 
to think’ gemmely = 

If the Chairman and the Joint Staff are separated, such 
that there are clear lines of division between OJCS and the 
Service Chiefs (i.e. full direction of OJCS coming from the 
Chairman and the Chairman alone), the methodology of “joint” 
thinking will be pushed farther away, as each Service Chief 
withdraws into his own -Service, becoming even more 
protectionist. This paper is not Suggesting that there is a 
lack of protectionism in the present system. Infact . aaae 
Should be clear that present protectionist thinking is one 
of the key problems in this debate. There is currently too 
Mucho | date The problem suggested is that of creating the 
potential for even greater protectionism and complete lack 
(as opposed to a partial lack) of joimr thanicmece Creating 
professional and emotional fissures between the Chairman and 
the Service Chiefs will not assist in building a better 
joint product, it can only make worse the present Situation. 

With respect to the budget process, and as has been 
established in previous chapters, the Joint Chiefs, as a 
body, lack credibility. They lack credibility because their 
product tends to be a mushy product that all can agree on. 
This is partly because of the committee system, and partly 
because of conflicting loyalties between their roles as 
Joint Chiefs and their roles as the leaders of their 


respective services. They lack credibility in Congress 


Lik 


because the Chairman is ill-prepared to defend the 
activities of the military with solid accurate data. He is 
also ill-prepared to challenge any data submitted by any of 
the Services.?’ 

The need to strengthen the Chairman is obvious. By 
separating him even further from the Service Chiefs by 
making him the single military advisor as well as separating 
the Joint Staff, prevents at best, and perhaps destroys, any 
form of joint thinking which may come from the Chiefs in 
their current structure. As was seen earlier, some of the 


major problems of the paper process were corrected not by 


changing the JCS organization. They were corrected by 
changing the paper process itself. SPRAA treated the cause 
rather than the effect. This in itself may be a lesson in 
dealing with the issue of the position of the Chairman. It 


may be best to deal with -the Chairman's position in its 
current form, rather than changing the structure of the 
organization. 

The SPRAA organization is one method by which his 


position may be strengthened, but without the expense of 


negating joint thought, or reorganizing the military 
structure. This 1s not to suggest that SPRAA is’ the 
panacea. It obviously is not. It 1s, however, one more 


Significant step in improving the organization. 

The revision of the paper shuffling process, and the 
creation of an internal evaluative organization (SPRAA), are 
two very positive examples of improving the organization's 
present structure in-house without starting from scratch. 
The Chairman's role, as currently structured is workable, 
and can potentially be improved even further. ee Wale dL 


require continued analysis. 


*'’This is not a function currently given. to__the 
Chairman. He is not presently charged under Title 10 to 
independently assess the value or accuracy of data or issues 
submitted by a Service. 


bales 


The proposals of the Center for Straregae and 
International Studies present some (though not all) unique 
and workable solutions. The combination of SPRAA and the 
other recommendations mentioned above, gives the Joint 
Chiefs' organization the greatest potential for increased 
effectiveness and credibility, resulting in potentially 
greatly enhancing JCS influence in the policy-making 
process. In sum, the JCS organization needs to be 


strengthened, not disbanded. 
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